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APPENDIX  A 


ROLLING  STOCK  ISSUES 


Description  of  MET  A  Present  and  Projected  Bus  Fleet 

The  MBTA  has  a  large  and  relatively  old  motor  bus  fleet  for  directly  operated  services,  given 
expected  vehicle  life  and  j)eak  vehicle  requirements.  The  current  MBTA  bus  fleet  totals  1,037 
full-sized  (35  and  40  foot  long)  heavy  duty  transit  vehicles  (including  suburban  models).  There 
are  no  minibuses  or  over-the-road  coaches  in  the  MBTA  inventory.  Exhibit  A-1  reproduces 
MBTA's  recent  fleet  inventory  from  Form  408  of  the  FT  A  Section  15  report.  Exhibit  A-2 
presents  the  MBTA's  present  and  projected  heavy  duty  motor  bus  fleet  for  directly  operated 
services.  The  Private  Carrier,  Suburban  Bus,  and  The  Ride  programs  have  their  own  fleets 
separate  from  those  listed  here. 

Exhibit  A-1  is  derived  from  the  MBTA's  1992  FTA  Section  15  motor  bus  vehicle  inventory 
form  (No.  408).  This  exhibit  shows  the  number  of  buses  in  the  MBTA  fleet  by  model  year  and 
manufacturer,  and  also  shows  the  average  mileage  for  the  past  year  and  accumulatively,  each 
by  vehicle  category.  While  this  data  contains  errors  that  require  correction,  the  most  important 
point  still  holds  that  the  fleet  is  old  by  industry  standards. 

Key  Aspects  of  Exhibits  A-1  and  A-2 

There  are  3  important  points  contained  in  these  2  exhibits: 

1.       Peaking  characteristics  increase  overall  fleet  size  needs  and  impact  operational 


3.       Short-Term  Projected  Trends 
Peak  Characteristics 

The  MBTA  fleet  carries  approximately  100  million  passengers  annually  on  over  150 
routes.  In  order  to  meet  peak  needs  to  provide  service  on  all  routes  as  specified,  MBTA 
has  the  following  vehicle  requirements': 


efficiency 


2. 


Spare  Ratio  -  large  fleet  necessary  to  compensate  for  an  older  fleet 


* 


* 


753  buses  in  the  a.m.  peak 

293  buses  during  the  midday  period 

658  buses  in  the  p.m.  peak 

133  buses  during  other  periods 


'  Source:  MBTA  Section  15  report  for  the  1992  report  year. 
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The  peak  to  base  ratio  (753  :  293)  is  2.6.  The  closer  this  ratio  is  to  1,  the  more  cost 
effective  it  is  to  provide  service,  because  more  buses  can  remain  in  service  throughout 
the  day  (rather  than  purchasing  and  maintaining  capital  equipment  for  a  fraction  of  the 
day).  The  same  is  true  for  the  hiring  of  operators  and  other  staff,  in  that  the  greater  the 
peaking  the  less  efficient  service  usually  is.  Maintenance,  bus  storage,  and  overall 
capital  needs  may  be  reduced  if  the  peak  to  base  ratio  is  reduced  through  eliminating 
(overall  or  through  contracting  out)  peak-only  services. 

Spare  Ratio 

A  second  important  piece  of  information  from  the  fleet  list  is  the  spare  ratio.  MBTA 
currently  has  1,037  buses  in  its  1992  total  fleet,  including  an  "emergency  contingency" 
fleet  (an  FTA  allowed  designation)  estimated  at  72  vehicles.  These  are  not  used  to  meet 
routine  service  requirements.  These  figures  produce: 

An  actual  spare  ratio  of  28.2  percent 

(  [1,037  total  fleet  -  753  highest  peak  need  in  the  year  -  72  emergency 
contingency  vehicles  =  212]  /  753  highest  peak  need  in  the  year) 

~  versus  ~ 

The  FTA's  recommended  fleet  size  with  a  20  percent  spare  ratio,  or  a  total  active 
fleet  of  976  vehicles. 

(753  highest  peak  need  in  year  +  20%  of  753  +  72  emergency 
contingency  vehicles) 

While  other  factors  play  a  role  here,  an  old  fleet  virtually  requires  owning  and 
maintaining  additional  buses  beyond  those  normally  anticipated  in  order  to  meet  daily 
service  requirements,  accounting  for  maintenance  activities  and  backup  against 
breakdowns. 

Fleet  projections  in  Exhibit  A-2,  augmented  with  MBTA  data  regarding  anticipated 
emergency  contingency  fleets,  indicate  that  the  spare  ratio  should  decrease  to  20  percent 
in  1993  and  remain  stable  through  1995. 

Short-Term  Projected  Trends 

Third,  Exhibit  A-2  shows  the  current  and  anticipated  average  fleet  age.  Based  upon 
information  received  previously.  Exhibit  A-2  assumes  that  200  rehabilitated  buses  are 
received  in  1994,  and  170  new  vehicles  are  received  in  1995.  The  accepted  age  (FTA) 
of  a  standard  diesel  powered,  heavy  duty  motor  bus  is  12  years.  Given  a  12  year 
expected  life,  ideally  the  fleet  age  for  heavy  duty  transit  coaches  should  be  close  to  6 
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years,  not  accounting  for  extended  life  resulting  from  rehabilitations.  The  1992  MBTA 
fleet  age  is  10.6  years,  and  is  projected  to  drop  to  9.0  years  in  1993,  and  with  retirement 
of  the  oldest  vehicles,  rehabilitation  of  others  to  8.0  in  1994,  and  reach  6.5  in  1995  with 
the  anticipated  arrival  of  170  new  vehicles. 

These  rehabilitated  and  new  vehicles  represent  nearly  half  of  MBTA's  peak  period 
vehicle  requirement,  and  shows  the  retirement  of  457  old  vehicles  by  1995.  Therefore, 
in  1995  the  MBTA  fleet  is  anticipated  to  shrink  to  950  total  vehicles. 

This  progression  may  or  may  not  be  suitable  to  MBTA's  long  term  needs,  given  any 
uncertainty  regarding  rehabilitation  and  replacement  vehicles  anticipated  1994  and  1995, 
and  the  MBTA's  long  term  fleet  replacement  strategy.  Ideally,  MBTA  should  be 
replacing  1/ 12th  (8.3  percent)  of  the  active  912  vehicle  fleet  each  year  with  new  vehicles 
(for  a  total  of  76  vehicles  annually),  rehabilitating  a  sufficient  numbers  of  older  vehicles 
to  maintain  the  6  year  old  average,  or  some  combination  of  the  these  strategies.  Plans 
for  accomplishing  this  past  1995  are  not  known  at  this  time. 

MBTA  may  desire  to  utilize  its  anticipated  competitive  procurement  program  to  augment 
its  fleet  renewal  strategy,  either  in  the  immediate,  short,  or  long  term  horizons. 

Options  for  Providing  Rolling  Stock 

There  exists  2  groups  of  options  for  supplying  rolling  stock  for  privately  operated  MBTA 
service.  Group  A  options  all  involve  the  supplying  of  buses  by  MBTA.  Group  B  options 
involve  the  use  of  private  carrier  buses. 

The  Consultant  Team  identified  4  options  under  the  provision  for  MBTA  vehicles  and  2  options 
under  the  use  of  private  carrier  vehicles.  In  considering  vehicle  needs  in  each  option,  the 
Consultant  Team  assumed  the  FTA  maximum  5  year  contract  period  in  order  to  make  the  service 
packaging  more  attractive  to  service  providers.  Assuming  that  service  starts  in  spring  1994,  the 
first  package  of  newly  contracted  service  would  run  until  1999. 

It  is  assumed  that  the  MBTA  desires  to  have  no  vehicles  older  than  this  in  the  contractor's  fleet. 
Assuming  a  5-year  contract  initiated  in  1994,  a  1986  model  year  or  newer  vehicle  is  required, 
not  accounting  for  rehabilitated  vehicles  or  medium  or  light  duty  vehicles  to  meet  this  age 
standard. 

The  options  presented  here  for  heavy  duty  transit  coaches  are  not  mutually  exclusive.  The 
MBTA  could  decide  to  implement  different  approaches  with  different  carriers  or  for  different 
services.  However,  administering  multiple  approaches  could  complicate  administrative,  and 
contract  monitoring  needs.  The  options  discussed  in  this  technical  memorandum  are: 
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Group  A  -  MBTA  Supplied  Buses 


1.  Recent  model  year  buses  (1989  model  year  or  newer) 

2.  Older  model  year  buses  (1988  model  year  or  older) 

3.  Mix  of  both  recent  model  year  and  older  buses 
(1986  model  year  or  newer) 

4.  Newly  purchased  or  rehabilitated  vehicles 

Group  B  -  Private  Sector  Supplied  Buses 

1.  Newly  purchased  buses 

2.  1986  model  year  buses  or  newer 

Group  A  Options  -  Overview 

The  A  group  of  options  involves  using  publicly  owned  vehicles  for  contracted  MBTA 
services.  The  Competitive  Services  Board^  generally  recommends  public  ownership  of 
vehicles  used  in  contracted  services  when: 

Staff  exist  for  administering  the  leasing 

The  vehicles  are  likely  to  outlast  the  contract 

Insufficient  vehicles  are  available  among  private  carriers 

The  vehicles  are  of  a  specialized  nature 

The  approach  meets  short  and/or  long  term  capital  needs. 

The  options  under  this  group  involve  a  range  of  vehicle  types  possible  for  leasing. 
Option  1 ,  recent  model  buses,  would  include  the  newest  vehicles  currently  in  the  MBTA 
motor  bus  fleet,  which  have  a  life  expectancy  through  the  year  2001.  They  would  likely 
entail  the  least  maintenance  issues  for  a  private  carrier.  Option  2,  older  model  year 
buses,  would  involve  the  leasing  of  vehicles  with  a  model  year  of  1988  or  older.  Option 
3,  mix  of  both  recent  model  year  and  older  buses,  would  be  a  compromise  of  a  portion 
of  the  MBTA  recent  model  year  vehicles  with  some  private  Ccurier  rolling  stock. 
Because  recent  model  year  buses  are  included,  this  option  is  able  to  restrict  vehicle  age 
to  those  that  are  or  are  newer  than  1986  model  year  vehicles  (again,  not  accounting  for 
minibuses,  which  have  shorter  lives,  or  rehabilitated  heavy  duty  coaches).  Option  4, 
newly  purchased  or  rehabilitated  buses,  would  entail  leasing  buses  that  are  not  already 
being  used  by  MBTA  op)erating  personnel.  Depending  up)on  the  quality  of  the  existing 
fleet  and  employee  expectations,  the  use  of  new  vehicles  by  the  contractor  could  either 
have  a  more  serious  impact  on  MBTA  employee  morale  or  less  impact.  MBTA 


^    The  Competitive  Services  Board  is  a  Federal  Transit  Administration  (FTA)  sponsored 
group  of  public,  non-profit,  and  private  sector  representatives  which  examines  issues  and 
provides  guidance  on  issues  related  to  improving  the  delivery  of  transit  services. 
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anticipates  that  the  use  of  new  or  rehabilitated  buses  by  contractors  would  have  a  worse 
impact  on  MBTA  employee  morale  than  the  use  of  existing  rolling  stock. 

Group  B  Options  -  Overview 

The  second  group  of  options  involves  the  private  ownership  of  vehicles  used  in 
contracting  MBTA  services.  Private  ownership  of  vehicles  used  in  contracted  services 
(purchased  or  leased  for  the  service,  or  from  the  carrier's  existing  fleet)  is  the  approach 
now  used  in  the  Suburban  Bus,  Subsidized  Private  Carrier,  and  a  portion  of  "The  Ride" 
Programs.  However  the  degree  of  MBTA  control  of  the  vehicles,  their  operation,  or 
their  appearance  is  not  necessarily  the  same  as  is  desired  from  the  proposed  program  of 
competitive  procurement  of  existing  MBTA-operated  motor  bus  services. 

Private  carriers  using  their  own  equipment  is  an  approach  generally  favored  when  private 
carriers  already  possess  or  can  readily  obtain  the  necessary  vehicles,  the  vehicles  can  be 
used  for  aftermarket  work,  the  contract  period  is  short,  and  the  contracting  agency  cannot 
wait  for  a  typical  public  sector  procurement  process,  or  the  contracting  agency  does  not 
require  vehicles  with  a  large  number  of  options,  which  entail  custom  building  to  highly 
detailed  specifications. 

There  are  two  options  in  this  group.  Option  1,  newly  purchased  buses,  would  require 
private  carriers  to  purchase  new  equipment.  Option  2,  1986  model  year  buses  or  newer, 
would  mean  that  existing  equipment  could  be  used  as  long  as  the  buses  were  of  a  r986 
model  year  or  newer,  resulting  in  a  12  year  or  less  old  vehicle  at  the  end  of  the  5  year 
contract  term.  In  both  options,  MBTA  would  be  assured  that  at  the  end  of  a  five  year 
contract  the  buses  would  still  be  within  their  12-year  useful  life. 

Conceptual  Assessment  of  Vehicle  Needs  for  a  Competitive  Procurement  Program 

To  systematically  assess  rolling  stock  options  available  to  the  MBTA  for  providing  vehicles  for 
contracted  service,  the  Consultant  Team  made  the  following  assumptions: 

1.  The  bus  services  in  consideration  are  currently  within  MBTA  auspices;  that  is 
they  are  existing  or  restructured  services  now  operated  by  the  MBTA. 

2.  The  MBTA's  plan  to  purchase  170  new  buses  and  rehabilitate  200  existing  buses 
is  assumed  to  occur.  The  column  headings  referring  to  bus  model  year  (e.g., 
1989  or  newer)  are  direct  references  to  MBTA's  current  fleet. 

3.  The  MBTA  seeks  to  utilize  the  most  modem  and  reliable  fleet  possible  in  daily 
service  to  the  public.  All  vehicles  are  therefore  to  be  12  years  old  or  newer 
throughout  the  duration  of  a  5  year  contract  for  competitively  procured  services. 
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The  following  discussion  refers  to  Exhibit  A-3,  Conceptual  Assessment  of  Rolling  Stock 
Options.  It  is  intended  to  outline  the  broad  advantages  and  disadvantages  (in  13 
categories)  inherent  to  the  supply  of  buses  in  a  competitive  environment. 

Assessment  Methodology  -  ELxhibit  A-3 

The  ratings  used  in  Exhibit  A-3  are  meant  to  crystalize  the  relative  trade-offs  between  options. 
Presently,  they  reflect  the  professional  judgment  of  the  Consultant  Team  based  on  knowledge 
of  MBTA  needs,  desires,  and  conditions.  These  are  subject  to  re-evaluation  based  on  MBTA 
input.  Even  with  MBTA  input,  the  reader  is  advised  that  the  ratings  are  subjective  and 
individual  ratings  cannot  be  viewed  in  isolation,  they  are  simply  tools  to  aid  in  evaluating 
options. 

The  Consultant  Team  used  a  scale  ranking  of  1  through  5  to  rate  how  each  factor  would  be 
affected  under  each  option,  as  follows: 

<  > 

1      2      3      4  5 
Worsen         Neutral  Improve 

A  rating  of  3  indicates  no  change  from  the  present  -  that  things  would  stay  much  as  they 
currently  are.  A  rating  or  1  or  2  indicates  a  worsening  from  present  conditions,  with  a  1  being 
more  severe  than  a  2.  A  4  or  5  indicates  improvement  over  current  conditions,  with  a  5  being 
a  greater  improvement  than  a  "4". 

For  example: 

The  first  factor,  MBTA  workforce  morale,  is  judged  to  be  unaffected  under  both 
the  private  sector  fleet  options.  Under  the  MBTA  workforce  morale  factor,  the 
leasing  of  late  model  buses  is  rated  as  a  1 ,  while  the  leasing  of  older  rolling 
stock  and  leasing  of  new  and  rehab  equipment  are  rated  as  a  2.  The  Consultant 
Team  judged  none  of  the  options  as  improving  "workforce  morale."  Under  the 
second  factor,  speed  of  implementation,  the  leasing  of  recent  model  MBTA 
vehicles  and  1988  or  older  buses  were  judged  a  4  and  under  the  option  "1989  or 
newer"  the  speed  of  implementation  cell  was  rated  a  5. 

The  following  discussion  of  each  of  the  13  factors  reflects  the  concepts  behind  the  numbers  in 
the  rolling  stock  option  matrix.  They  are  neither  scientific  nor  absolute,  but  reflect  basic  facts 
regarding  the  options  and  strategies,  coupled  with  the  Consultant's  knowledge  of  MBTA's 
situation.  The  matrix  is  a  tool  to  assist  the  MBTA  assess  the  relative  strengths  and  weaknesses 
of  options  in  order  to  eventually  select  an  option(s)  for  implementation.  The  Consultant  Team 
advises  against  mathematically  ranking  options  based  upon  cumulative  ratings  given  to  whole 
options. 
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Base  Assumptions 


Supply  of  existing  MBTA  vehicles  may  be  in  4  sub-categories,  depending  upon  which  portion 
of  the  fleet  is  utilized.  The  selection  of  model  year  cutpoints  refers  to  MBTA's  current  and 
anticipated  fleet  for  FY  1994,  and  the  following  assumptions. 

A.  A  contract  will  be  issued  for  service  to  commence  in  FY  94 

B.  The  contract  will  be  valid  for  up  to  five  5  years  (the  FTA  maximum  term) 

C.  At  the  end  of  the  contract,  no  vehicles  will  be  no  older  than  12  years  old,  per 
FTA  criteria  for  the  useful  life  of  a  heavy  duty  transit  coach. 

The  private  sector  may  supply  rolling  stock  which  may  be  new  or  used  equipment.  Above 
assumptions  regarding  fleet  age  at  the  end  of  an  assumed  5  year  contract  apply.  Discussion 
regarding  mechanisms  to  supply  the  rolling  stock  (purchase,  from  current  fleet,  lease,  etc)  are 
not  considered  at  this  point.  These  will  be  discussed  in  a  subsequent  memo. 

Explanation  of  Impacts 

The  following  section  explains  the  14  items  (rows  in  Exhibit  A-3)  which  may  impact  the  policy 
options  (columns). 

1,  Workforce  Morale 

This  item  refers  to  the  degree  of  potential  MBTA  employee  (administration,  management, 
bargaining  unit)  resistance  to  utilizing  certain  vehicles  to  operate  existing  or  restructured  MBTA 
services  under  a  competitive  agreement. 

Resistance  to  use  of  MBTA's  best  or  newest  equipment  is  anticipated  to  be  present,  especially 
given  the  MBTA's  current  fleet  situation.  Private  sector  supply  of  the  vehicles  is  anticipated  to 
encounter  less  resistance,  and  be  viewed  as  neutral  given  the  assumed  improvement  in  fleet  age 
and  condition,  and  the  reduction  of  maintenance  burden  on  the  MBTA,  as  it  would  retire  up  to 
an  equivalent  number  of  its  oldest  or  least  reliable  vehicles  from  its  active  fleet  in  this  case. 

2.  Speed  of  Implementation 

This  item  refers  to  the  speed  at  which  a  contract  could  be  implemented,  or  how  long  it  would 
be  until  contracted  service  would  be  running. 

Use  of  existing  MBTA  vehicles  is  the  fastest  method,  since  the  vehicles  already  exist.  Note, 
however,  that  use  of  older  MBTA  vehicles  is  expected  to  encounter  skepticism  from  potential 
bidders,  given  the  unknown  condition  of  these  vehicles. 
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Service  commencement  schedules  using  private  sector  vehicles  varies  based  on  the  vehicles 
necessary  for  the  service  and  the  supply  of  rolling  stock  in  the  New  England  and  national 
marketplaces.  At  one  extreme,  the  private  sector  would  purchase  new  vehicles,  entailing  a  3-9 
month  lead  time  from  placement  of  the  order  (which  would  occur  immediately  after  contract 
fmalization).  At  the  other  extreme,  suitable  vehicles  may  be  available  immediately,  as  is  often 
the  case  with  minibuses,  over-the-road  coaches,  or  any  vehicle  currently  in  the  contractor's  fleet. 

3.  Equipment  Reliability 

This  category  measures  the  reliability  of  the  proposed  contractor's  fleet  to  commence  service 
according  to  the  schedule  and  to  maintain  that  service  at  MBTA's  stated  standards.  The 
assessment  is  primarily  dependent  upon  the  assumed  condition  of  the  fleet,  with  minor 
consideration  of  who  supplies  that  fleet. 

4.  Federal  Assistance 

This  category  refers  to  Federal  Transit  Administration  (FTA)  financial  assistance  available  to 
the  MBTA.  Section  9  capital  and  operating  assistance  is  supplied  to  MBTA  under  a  standardized 
formula.  It  is  not  changeable  in  the  short  term.  Section  3  assistance  is  discretionary  capital 
funding  that  is  traditionally  allocated  by  FTA  on  a  quarterly  basis. 

Other  sources  of  federal  financial  leverage,  such  as  Congestion  Management  and  Air  Quality 
(CMAQ)  funding,  is  not  considered  due  to  long  lead  times.  In  the  case  of  CMAQ,  only  new 
services  are  eligible  for  these  funds. 

Should  existing  MBTA  vehicles  be  utilized  for  existing  MBTA-operated  services,  there  is  a 
neutral  financial  impact:  the  vehicles  have  already  been  financed  and  this  would  not  change  as 
long  as  the  vehicles  are  used  for  FTA-approved  purposes. 

Should  the  private  sector  supply  vehicles  for  existing  MBTA-operated  services,  then  the 
following  may  occur: 

Section  9  Capital  -  Not  applicable  unless  MBTA  holds  title.  If  MBTA  is  to  hold  title, 

then  the  purchase  must  be  placed  in  a  grant  and  be  processed.  A 
neutral  impact  is  anticipated,  since  the  MBTA  already  utilizes 
100%  of  its  available  Section  9  capital  allocation  and  no  net  fleet 
additions  are  contemplated.  This  item  is  also  neutral  should 
another  public  sector  entity  successfully  bid  on  the  contract  using 
FTA-financed  equipment. 

Section  9  Operating  -  Capital  costs  for  items  supplied  by  the  contractor  are  eligible 

operating  costs  under  the  FTA  formula.  A  neutral  effect  is 
anticipated,  assuming  that  the  total  cost  of  the  contracted  service 
(capital  and  operating  costs  combined)  is  less  than  or  equal  to  the 
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MBTA's  current  operating  cost  (since  the  capital  cost  is  accounted 
for  elsewhere). 

Section  3  Capital  -  This  financing  mechanism  is  available  in  2  manners.  First,  MBTA 

may  receive  a  Section  3  grant  and  purchase  new  or  rehabilitate 
existing  vehicles  itself.  This  would  produce  a  net  flow  of  funds 
to  MBTA's  services. 

Second,  the  MBTA  may  utilize  a  special  aspect  of  Section  3, 
called  the  Capital  Cost  of  Contracting,  to  finance  portion  of  the 
capital  cost  attributable  to  public  transit  functions  under  a 
competitive  procurement  method.  This  would  produce  a  net  flow 
of  funds  to  MBTA's  services. 

Note  that  this  situation  is  uncertain  in  the  case  of  services  operated  under  the  existing  subsidized 
Private  Carrier  service  and  Suburban  Bus  Program.  MBTA  supply  of  assets  for  these  programs 
would  be  net  additions  to  the  overall  MBTA  fleet.  Private  carrier  supply  of  the  assets,  however, 
would  remain  eligible  for  the  FTA  funding  discussed  above. 

5.  MBTA  Control  of  Vehicle  Maintenance 

The  MBTA  should  be  concerned  that  all  rolling  stock  operated  by  a  third  party  meets  safety, 
appearance,  and  all  other  standards  in  order  to  protect  the  public  and  the  asset  itself.  The 
ratings  in  the  chart  reflect  the  relative  degree  of  control  MBTA  may  realistically  exert  over  the 
maintenance  of  the  vehicles,  with  new  or  rehabilitated  vehicles  being  subject  to  higher  degrees 
of  control  due  to  the  known  status  of  their  condition  at  contract  inception. 

Older  vehicles,  especially  those  supplied  from  the  MBTA's  existing  fleet,  are  of  uncertain  status 
and  it  is  more  difficult  to  arrive  at  a  beginning  condition  assessment,  as  well  as  to  assess 
responsibility  for  changes  in  condition. 

6.  Encourage  Competition 

This  category  reflects  the  degree  to  which  competition  for  the  proposed  contract  is  encouraged. 
The  supply  of  vehicles  likely  represents  the  largest  cost  item  for  potential  bidders,  with  inherent 
uncertainty  regarding  the  disposition  of  vehicles  at  the  end  of  the  contract  term.  Similarly,  the 
newer  the  vehicle  (including  recently  rehabilitated  vehicles),  the  less  uncertainty  exists  regarding 
vehicle  condition  and  anticipated  maintenance  expenses. 

MBTA  supply  of  the  new  or  rehabilitated  rolling  stock  is  anticipated  to  produce  the  greatest 
number  of  bidders,  since  the  vehicles  represent  no  capital  cost  to  the  bidder,  condition  may  be 
easily  assessed,  and  warranty  coverage  exists.  However,  private  companies  (and  other  public 
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entities)  may  have  suitable  fleets  available  for  the  proposed  MBTA  service.  This  may  produce 
financial  savings  and  reduce  bidder  uncertainty  regarding  vehicle  condition.  MBTA  concerns 
regarding  vehicle  condition  would  have  to  be  addressed  in  this  case. 

7.  Aid  in  Meeting  ADA  Requirements 

The  assessments  in  this  category  are  primarily  based  upon  the  extent  to  which  the  proposed  fleet 
will  meet  the  accessibility  goals  outlined  by  the  federal  government  under  the  Americans  with 
Disabilities  Act's  (ADA)  and  associated  FTA  regulations  on  public  transit  in  general. 

The  assessments  made  in  the  chart  reflect  the  ability  to  supply  wheelchair  lifts,  special  signage, 
and  associated  equipment  with  the  vehicle  and  are  primarily  linked  to  vehicle  age.  Any  supply 
of  new  or  rehabilitated  rolling  stock  would  necessitate  such  equipment.  Supply  of  pre- 1990  (un- 
rehabilitated)  vehicles,  whether  from  the  MBTA's  existing  fleet  or  elsewhere,  is  likely  to  result 
in  rolling  stock  that  is  not  fully,  and  perhaps  not  even  partially,  equipped  per  ADA. 

This  assessment  may  be  combined  with  that  in  Item  13,  "Address  Specific  Niche  Markets",  in 
that  lift-equipped  mini  buses  could  be  operated  on  a  demand-response  or  route  deviation  basis 
in  place  of  traditional  heavy  duty  transit  coaches.  This  may  both  supply  accessible  service 
where  it  is  now  limited,  and  reduce  the  need  for  complementary  paratransit  services  due  to  the 
flexible  nature  of  smaller  vehicles. 

8.  MBTA  Identity 

The  MBTA  will  decide  on  whether  all  privately  contracted  services  be  directly  identified  with 
the  MBTA  though  exterior  painting  and  lettering  (known  as  its  "livery"),  route  identification 
system,  inclusion  in  public  information  documents  and  systems,  etc.  This  factor  evaluates  the 
options  in  terms  of  their  ability  to  provide  identical  livery,  if  the  MBTA  chooses  this  approach. 

The  current  MBTA  fleet,  if  conveyed  to  a  contractor,  is  assumed  to  maintain  its  livery  and  all 
other  facets,  with  some  additional  lettering  denoting  the  actual  owner  and  operator  of  the 
vehicle.  Any  vehicle  supplied  by  a  contractor  of  any  type  would  receive  similar  treatment, 
resulting  in  the  appearance  of  a  seamless  service  with  full  identification  of  the  MBTA  as  a 
sponsoring  party. 

This  would  be  a  substantial  change  from  current  practice  for  the  services  now  operated  under 
the  Suburban  Bus  Program  and  Subsidized  Private  Carrier  Service.  Public  education  and  re- 
appraisal of  tariff  schedules  is  anticipated  if  this  is  the  case.  This  approach  is  anticipated  to  be 
sensitive  to  the  Suburban  Bus  Program  and  Subsidized  Private  Carrier  Program  Service,  in 
which  various  types  of  services  are  now  operated,  and  local  governments  exercise  significant 
control  (Suburban  Bus  Program). 
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9.  Service  Continuity 

This  category  considers  practical  considerations  regarding  public  transit  system  operations  as 
they  are  available  to  the  public.  MBTA's  stated  goal  is  for  "seamless  service"  such  that  the 
riding  public  perceives  no  difference  in  viewing  or  riding  a  contractor-operated  or  an  MBTA- 
operated  vehicle. 

The  relative  ratings  shown  in  Exhibit  A-3  reflect  the  thought  that  newer  vehicles  are  more  likely 
to  ix)rtray  seamless  service  in  terms  of  current  livery,  farebox  equipment,  passenger  amenities, 
etc.  This  allows,  but  does  not  create,  a  relatively  easy  transition  to  a  truly  seamless  service. 
Seamless  service  at  its  best  implies  uniform  fleet  and  staff  appearance,  one  overall  tariff 
schedule,  overall  central  operations  control,  and  uniform  adherence  to  overall  MBTA  policies 
regarding: 

Service  reliability  (e.g.,  on-time  performance) 

Service  quality  (e.g.,  cleanliness,  seat  type,  seat  availability) 

Service  quantity  (e.g.,  maximum  headways) 

Service  performance  (e.g.,  passengers  per  hour/mile,  cost) 

Of  course,  the  overall  MBTA  policies  may  differentiate  these  and  other  measures  by  the  type 
of  service  (e.g.,  express  v.  local),  environment  (e.g,  central  city  v.  suburbs),  potential 
ridership,  and  many  other  factors.  This  approach  is  anticipated  to  be  sensitive  to  the  Suburban 
and  Private  Carrier  Program  services,  in  which  various  types  of  services  are  now  operated,  and 
local  governments  exercise  significant  control  (Suburban  Program). 

10.  Financial  Impact  on  Capital  Costs 

Similar  to  the  ratings  under  Item  4,  Federal  Assistance.  This  category  assesses  the  potential 
financial  impact  on  the  MBTA  of  the  cost  of  the  vehicles  themselves.  The  2  categories  are 
somewhat  related,  but  there  is  not  a  direct  correlation. 

Should  the  MBTA  simply  supply  some  portion  of  its  existing  (or  planned)  fleet  to  a  contractor 
for  use  in  existing  MBTA-operated  services,  then  there  is  a  neutral  (zero  dollar)  financial 
impact.  This  is  because  the  vehicles  are  already  paid  for,  and  they  do  not  have  to  be  replaced 
with  other  rolling  stock  to  enable  meeting  the  current  MBTA  service  plan.  The  net  effect  is  to 
remove  rolling  stock  from  financial  consideration. 

However,  should  the  contractor  supply  the  rolling  stock  for  existing  MBTA-operated  services 
or  otherwise,  an  opportunity  exists  to  secure  new  or  newer  equipment,  in  keeping  with  overall 
MBTA  goals,  at  lesser  cost  than  might  otherwise  be  possible,  for  3  reasons: 
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1.  It  is  less  time  consuming,  and  therefore  less  expensive,  to  secure  new  or 
rehabilitated  vehicles  through  a  contractor  than  through  the  long  public  sector 
procurement  process. 

2.  Section  3  Capital  Cost  of  Contracting  grants  may  be  used  to  pay  for  the  vehicles 
per  FTA  formula  (80%  federal,  20%  non-federal  matching  ratio).  Vehicles  may 
be  new,  rehabilitated,  existing  in  the  contractor's  fleet,  or  used  but  secured  from 
another  party.  In  each  case,  FTA  funds  will  pay  for  up  to  80%  of  the  cost  of  the 
capital  consumed  in  the  course  of  supplying  public  transit  services. 

3.  Vehicles  may  be  used  partly  for  MBTA  services,  and  partly  for  other  services. 
More  efficient  use  of  the  vehicle,  such  as  through  operating  charter  services  when 
the  vehicle  is  not  necessary  for  MBTA  service,  results  in  MBTA  (and  FTA  and 
Massachusetts)  paying  only  the  costs  associated  with  the  MBTA  services.  Thus 
the  MBTA  may  have  access  to  newer  vehicles  without  having  to  pay  the  full  cost 
of  those  vehicles. 

11.  Impact  on  MBTA  Active  Fleet  Age 

The  MBTA's  current  weighted  average  fleet  age  is  10.6  years,  substantially  above  that 
recommended  for  active  public  transit  fleets.  While  a  program  is  in  place  to  modernize  the  fleet 
through  the  purchase  of  new  vehicles  and  rehabilitation  of  existing  vehicles,  this  may  not  be 
sufficient  to  meet  ongoing  fleet  modernization  needs. 

This  category  assesses  the  potential  to  lower  the  average  age  of  vehicles  used  to  provide  MBTA- 
sponsored  public  transit  services.  Use  of  existing  or  anticipated  MBTA  vehicles  to  operate 
current  services  results  in  a  neutral  effect  on  fleet  age.  At  best,  vehicles  are  simply  switched 
from  one  carrier  to  another.  At  worst,  older  vehicles  will  be  kept  in  service  past  their 
anticipated  useful  life. 

Given  the  assumptions  stated  above  regarding  contractor  use  of  vehicles  that  are  no  older  than 
12  years  old,  competitive  procurement  approaches  hold  the  potential  to  lower  fleet  age  through 
contractor  provision  of  heavy  duty  transit  vehicles  that  are  no  older  than  7  years  old  at  the 
contract's  inception,  and  therefore  no  older  than  12  years  at  the  contracts  expiration.  This  may 
be  accomplished  with  contractor  provision  of  new,  rehabilitated  existing  MBTA  or  other 
vehicles,  or  later  model  used  equipment.  These  options  are  generally  not  available  to  the  MBTA 
within  a  1  year  horizon. 

12.  Service  Protection 

Service  protection  is  the  degree  to  which  the  MBTA  can  guarantee  that  the  service  will  be 
operated  within  the  specified  parameters.  At  worst,  a  contractor  may  default  on  the  contract, 
leaving  the  MBTA  to  find  a  replacement  operator  and  replacement  rolling  stock.  At  best,  the 
service  may  be  provided  in  full  compliance  with  or  exceed  the  terms  of  the  contract,  resulting 
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in  no  MBTA  action.  Some  factors  regarding  service  protection  are  within  the  operator's  control, 
such  as  financial  management,  employee  relations,  etc.  Others,  sucn  as  "acts  of  God"  which 
damage  the  fleet,  cannot  be  controlled,  but  can  only  be  planned  for  on  a  contingency  basis.  The 
MBTA's  interest  is  to  be  reasonably  certain  that  the  promised  public  transit  services  can  and  will 
be  operated  in  the  face  of  uncertainty. 

Regarding  fleets,  the  highest  guarantee  is  for  the  public  sector  to  have  ownership  of,  or  direct 
access  to,  the  contractor's  fleet  in  the  case  of  contract  default.  In  the  case  of  MBTA  ownership, 
the  MBTA  may  seize  the  vehicles  (for  cause)  at  any  time.  Direct  access  means  that  through  the 
operating,  purchase,  or  lease  agreement  the  MBTA  can  unilaterally  exercise  its  right  to  seize, 
commence  making  payments  on,  or  assume  lease  payments  for  the  equipment,  respectively. 
Such  techniques  allow  rapid  access  to  the  necessary  fleet. 

Also  important  is  the  ability  to  replace  the  contractor's  fleet  should  a  catastrophic  event  occur 
(e.g.,  bus  storage  facility  bums  with  all  buses).  Given  the  initial  scale  of  competitive 
procurement,  it  is  anticipated  that  the  MBTA  could  temporarily  replace  such  a  loss  from  its 
reserve  or  emergency  contingency  fleet.  Should  competitive  procurement  include  a  larger 
segment  of  the  overall  MBTA  service  plan  than  can  be  replaced  with  MBTA  vehicles,  lease  of 
vehicles  and  use  of  other  contractors  may  be  used  to  replace  the  lost  or  unavailable  rolling  stock. 

The  ratings  in  this  section  reflect  these  approaches,  indicating  that  the  ability  to  replace  a  fleet 
owned  by  the  contractor  is  only  marginally  more  difficult  than  to  face  the  same  situation  with 
an  MBTA-owned  fleet. 

13.  Address  Niche  Markets 

This  category  addresses  the  MBTA's  ability  to  supply  service  to  niche  markets,  such  as  through 
the  use  of  rolling  stock  that  is  not  currently  in  MBTA's  fleet  of  35  and  40  foot  heavy  duty  transit 
coaches.  Niche  markets  may  be  based  on  rider  volume  (require  larger  transit  coaches  or 
minibuses),  marketing  (luxury  coaches  for  long  distance  or  high  quality  commuter  services),  or 
rider/observer  perception  (e.g.,  smaller  vehicles  for  suburban,  shuttle,  or  neighborhood  services) 

The  assessments  in  this  factor  reflect  the  flexibility  of  the  private  sector  to  quickly  supply  the 
vehicles  specified  by  the  MBTA  as  desirable.  Conversely,  the  MBTA  may  not  desire  to  further 
diversify  its  fleet. 
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APPENDIX  B 


MAINTENANCE  FACILITY  OPTIONS 

Introduction 

If  a  significant  amount  of  service  is  contracted  to  private  carriers,  the  MBTA  could  potentially 
save  a  large  amount  of  operating  funds  and  capital  funds.  By  contracting  a  large  package  of 
service,  the  MBTA  should  experience  surplus  garage  capacity  which  has  a  value  that  might  be 
unrealized  if  current  garages  go  under-utilized.  Another  reason  for  exploring  this  issue  is  to 
increase  the  number  of  private  carriers  able  to  bid  on  service.  As  with  rolling  stock,  by  making 
MBTA  garages  available  to  private  carriers,  small  companies  are  able  to  bid  on  service  for 
which  they  otherwise  might  not  be  qualified,  therefore  enhancing  competition.  Subsequent  re- 
competitions  would  also  be  more  competitive,  because  a  desirable  facility  would  be  available  to 
any  contractor.  Larger  more  established  carriers  with  local  garages  at  capacity,  and  large 
regional  and  national  carriers  may  also  benefit  from  use  of  MBTA  garages,  and  the  MBTA  could 
potentially  avoid  paying  for  additional  garage  facilities  beyond  those  now  in  existence. 

This  report  will: 

1.  Discuss  several  options  for  maintaining  privately  operated  vehicles  at  MBTA 
garages 

2.  Briefly  describe  the  7  current  MBTA  garages  that  store  motor  buses 

3.  Discuss  the  range  of  factors  affected  by  using  MBTA  garages  for  privately 
operated  service. 

Options 

The  options  available  to  the  MBTA  for  the  provision  of  garage  facilities  for  administration, 
operations,  vehicle  storage,  and  vehicle  maintenance  is  both  a  short  and  long-term  issue  for  the 
MBTA.  For  the  purposes  of  this  draft  task  report,  "short-term"  means  actions  which  may  be 
taken  in  the  coming  12  months.  In  the  short-term  there  are  three  groups  of  options  for 
maintaining  privately  operated  MBTA  bus  service.  Group  A  options  involve  the  use  of  a  (yet 
to  be  identified)  garage  for  use  by  one  or  more  private  carriers  to  store  and  maintain  buses. 
Group  B  options  involve  the  maintenance  of  privately  operated  vehicles  at  any  number  of  the 
existing  MBTA  garages.  Such  vehicles  could  either  be  owned  by  the  MBTA  or  by  the  private 
carriers.  Group  C,  the  last  group  is  actually  a  single  option  in  which  private  carriers  maintain 
and  store  their  own  (or  leased)  vehicles  at  their  own  garages. 
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The  options  are: 


Group  A  -  Private  Carrier  Maintenance  at  an  MBTA  Garage 

1 .  One  private  provider  using  a  single  garage 

2.  Multiple  private  providers  using  a  single  garage 

Group  B  -  Maintenance  bv  MBTA  Personnel 

1.  Maintain  MBTA  owned  buses 

2.  Maintain  private  carrier  buses 

Group  C  -  Private  Contractors  Maintain  Buses  in  Own  Garage 
Group  A  Options 

The  first  group  of  options  involves  shifting  MBTA  personnel  out  of  a  garage  and  freeing 
that  facility  for  one  or  more  private  carriers  to  use  it  for  vehicle  storage  and 
maintenance.  The  selection  of  a  garage  is  closely  tied  to  the  number  of  vehicles  required 
and  secondarily  to  the  areas  those  bus  routes  will  operate  in.  The  deadheading  associated 
with  operating  all  (or  most)  privately  operated  buses  from  a  single  garage  means  that  this 
option  relates  closely  to  the  packaging  of  routes. 

Group  A  has  two  options  because  of  the  increased  administrative  difficulty  of  having 
more  than  a  single  private  carrier  using  the  same  facility.  Would  they  share  personnel? 
Would  they  operate  parallel  organizations?  Would  they  share  equipment?  How  would 
MBTA  hold  multiple  carriers  accountable  for  equipment  used  by  more  than  one  carrier? 
One  answer  might  be  to  have  a  third  private  party  operate  such  a  facility.  In  any  case, 
the  administrative  issues  are  more  complex  than  if  a  single  carrier  were  to  use  an  MBTA 
garage. 

Group  B  Options 

Group  B  options  relate  to  maintenance  of  privately  operated  vehicles  by  MBTA 
personnel.  This  group  has  two  options.  Option  1  in  this  group  involves  MBTA  staff 
maintaining  buses  owned  by  the  MBTA  but  operated  by  private  carriers.  Such  vehicles 
could  also  be  stored  at  MBTA  garages  or  at  a  carrier's  own  site.  Storing  such  vehicles 
at  a  regular  MBTA  garage  raises  serious  labor  issues  because  of  anticipated  differences 
in  wage  scale  and  work  rules. 

The  second  option  under  group  B  is  the  maintenance  of  private  carrier  vehicles  by 
MBTA  personnel.  The  difference  between  this  and  the  first  option  in  this  group  is 
simply  who  owns  the  title  and  possibly  the  type  and  livery  scheme  of  the  vehicles.  The 
major  issue  between  these  2  options  is  whether  MBTA  labor  would  handle  non-MBTA 
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vehicles  with  the  same  level  of  professionalism  as  they  give  regular  MBTA  vehicles,  and 
tlie  interface  between  those  responsible  for  operations  versus  those  for  maintenance. 


Group  C  Options 

The  last  option,  called  group  C  is  the  common  approach  to  contract  services  of  having 
private  carriers  maintain  their  own  equipment  at  their  own  facilities.  Here,  the  free 
market  motivating  factor  of  self-interest  helps  assure  that  private  carriers  will  maintain 
their  vehicles  in  proper  order.  Depending  upon  the  procurement  process  and  the 
conditions  required,  the  MBTA  can  either  encourage  positive  benefits  of  self-interest  or 
dull  them.  By  basing  compensation  partly  on  ridership  or  farebox  revenue,  private 
carriers  have  greater  incentive  to  maintain  their  equipment. 

Before  assessing  the  relative  merits  of  these  options,  some  background  information  on 
MBTA  garages  will  be  reviewed  in  order  to  get  a  better  sense  of  the  relative  merits  of 
each  option. 

Description  of  Garages 

Exhibits  B-1  thru  B-7,  Profile  of  MBTA  Bus  Maintenance  Facilities,  provides  summary 
information  on  all  7  of  the  MBTA  garages  used  for  motor  bus  storage  and  maintenance.  On  a 
separate  sheet,  the  number  of  vehicles  assigned  to  each  garage  are  listed  along  with  the  spare 
ratio,  the  total  and  accessible  vehicle  requirement  by  period,  and  maintenance  labor  force.  This 
Exhibit  is  included  at  the  end  of  this  section. 

The  MBTA  operates  7  bus  garages  that  currently  store  between  88  buses  at  Quincy  to  240  buses 
at  the  Charlestown/Somerville  combination.  The  average  number  of  buses  at  a  garage  is  144, 
with  4  garages  having  between  92  and  114  vehicles.  MBTA  states  that  all  garages  are  at  close 
to  capacity  and  are  in  reasonable  structural  and  operating  condition. 

Conceptual  Assessment 

To  systematically  assess  the  options  available  for  maintaining  privately  operated  MBTA  service, 
the  Consultant  team  made  the  following  assumptions: 

1.  The  following  is  focused  on  anticipated  short-term  MBTA  actions  regarding 
competitive  procurement  of  MBTA-operated,  and  potentially  Suburban  Bus 
Program  or  subsidized  Private  Carrier  Service,  Long-term  actions  will  be 
contemplated  after  Phase  II  of  this  study  is  completed,  and  a  comparison  of 
results  can  be  made  with  MBTA  long-term  facility  needs  and  plans. 

2.  The  bus  services  in  question  are  currently  within  MBTA  auspices;  that  is  they  are 
existing  or  restructured  services  now  operated  by  the  MBTA,  or  potentially  under 
the  Suburban  Bus  Program  or  subsidized  Private  Carrier  Service. 
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3.  The  MBTA  plans  to  continue  operations  from  its  current  garage  facilities.  No 
garages  are  scheduled  for  closure,  either  temporary  or  permanent,  or  opening 
within  the  next  6  years  (1  year  of  planning  +  5  years  of  contract  bus  operations). 

4.  An  economy  of  scale  is  to  be  maintained  at  all  MBTA-operated  facilities, 
consistent  with  space,  equipment,  and  other  constraints  which  may  exist  at  each 
facility. 

5.  There  is  little  surplus  at  MBTA  garages  or  similar  facilities,  which  is  available 
to  carriers  for  their  anticipated  operations.  However,  the  amount  of  service  and 
the  garage  affected  by  selection  of  services  to  be  contracted  can  change  this 
assumption. 

6.  There  are  no  legal  impediments  to  leasing  MBTA  real  property  to  a  contractor 
for  use  in  supplying  public  transit  services.  Discussions  with  MBTA  legal  staff 
indicate  that  this  is  the  case. 

The  assessment  is  included  in  Exhibit  B-8. 

Assessment  Methodology 

The  ratings  used  in  the  Exhibit  B-8  matrix,  Conceptual  Assessment  of  Garage  options,  is  meant 
to  crystallize  the  relative  trade-off  among  the  options.  As  with  the  conceptual  assessment  matrix 
for  rolling  stock  options,  this  matrix  reflects  established  principles  and  the  professional  judgment 
of  the  team. 

A  scale  ranking  of  1  through  5  was  used  to  rate  how  each  factor  would  be  affected  under  each 
option,  similar  to  that  used  in  the  rolling  stock  assessment,  as  follows: 

<  > 

1      2      3     4  5 
Worsen         Neutral  Improve 

The  scale  is  from  1  to  5;  3  represents  neutral  or  no  change  from  the  current  situation;  1  and 
2  represent  a  worsening  of  the  current  situation;  and  4  and  5  represent  an  improvement  in  the 
current  situation. 

The  selection  of  any  garages  closely  depends  upon  the  packaging  of  routes.  Also,  garage 
selection  relates  to  rolling  stock.  Because  these  assessments  are  in  process,  the  Consultant  team 
recommends  that  selecting  an  option  for  maintenance  should  come  after  decisions  on  service 
packaging  and  rolling  stock. 
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Assessments  of  Options 


The  following  discussion  refers  to  Exhibit  B-8,  Conceptual  Assessment  of  Garage  Options.  It 
is  intended  to  outline  the  broad  advantages  and  disadvantages  (in  10  categories)  inherent  to  the 
supply  of  motor  bus  services  in  a  competitive  environment.  Five  garage  options  are  presented: 
they  apply  to  all  existing  facilities  in  general. 

1.  Workforce  Morale 

This  item  refers  to  the  degree  of  potential  MBTA  employee  (administration,  management, 
bargaining  unit)  resistance  to  utilizing  a  garage  or  portion  thereof  for  maintenance  of  vehicles 
which  are  not  operated  by  MBTA  employees.  To  some  degree,  the  amount  and  degree  of 
MBTA  employee  morale  impacts  is  dependent  upon  staffing  changes  to  workers,  and  especially 
to  skilled  maintenance,  operations,  and  administrative  employees. 

Resistance  (by  MBTA  and  contractor  employees)  to  use  MBTA's  garages  for  both  MBTA  and 
contractor  services  is  judged  to  be  so  high  that  it  is  not  suggested  as  an  option  based  on 
experiences  elsewhere.  Such  mixing  of  work  forces,  with  the  added  mix  of  drivers  and 
maintenance  staff  is  inherently  difficult. 

Multiple  contract  providers  based  at  one  MBTA  facility  is  viewed  as  difficult  in  general,  and 
nearly  impossible  if  the  vehicles  are  maintained  by  MBTA  employees  due  to  multiple  employers 
and  decision  making  with  various  goals. 

MBTA  employee  resistance  to  MBTA  maintenance  of  rolling  stock  operated  by  contractors  is 
suggested  to  be  difficult,  but  potentially  achievable,  based  upon  small  scale  contract  operations 
in  other  areas.  These,  however,  primarily  involved  tasks  not  traditionally  viewed  as  transit 
agency  work,  such  as  taxi,  paratransit,  and  minibus  operations,  or  in  situations  where  a  leasing 
company  both  supplies  and  maintains  the  vehicles. 

The  impact  on  both  MBTA  and  contractor  employee  morale  is  least  affected  in  situations  where 
the  operations,  maintenance,  and  other  functions  of  one  party  are  physically  removed  from 
others.  This  was  assessed  to  be  neutral,  although  some  initial  problems  should  be  anticipated. 

2.  Administrative  Complexity 

This  category  assesses  the  degree  of  MBTA  difficulty  in  administering  a  facility  which  services 
one  or  more  providers  within  the  5  options  presented.  From  a  purely  administrative  perspective, 
multiple  carriers  based  at  an  MBTA  facility  and  MBTA  maintenance  of  contractor-operated 
vehicles  is  viewed  as  difficult,  primarily  due  to  a  mixing  of  workforces,  work  rules,  procedures, 
and  supervisors.  Maintenance  and  operations  should  function  as  a  team,  and  divisions  by 
employer  and/or  job  function  make  this  far  more  difficult. 
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MBTA  administration  of  a  contractor's  facility  (either  owned  or  leased  by  the  contractor;  may 
be  a  MBTA  site  at  which  no  MBTA  operations  are  based)  for  vehicle  maintenance  is  viewed  as 
neutral,  although  suburban  locations  may  make  this  more  inconvenient  for  site  visits. 

From  a  procurement  process  and  evaluation  viewpoint,  any  approach  other  than  contractor 
supply  of  garages,  or  complete  turnover  of  a  facility  to  a  single  contractor  is  viewed  as 
substantially  complicating  the  procurement  process. 

3.  Maintenance  Performance 

This  category  assesses  the  relative  merits  of  the  5  basing  options  with  regard  to  the  quality  of 
maintenance  to  be  performed.  Similar  to  factor  1.  Workforce  Morale,  the  options  and  ratings 
are  such  that  negative  impacts  are  viewed  as  workforces,  operations,  and  maintenance 
responsibilities  are  mixed  across  operators. 

Contractor  maintenance  of  the  vehicles  is  preferred  as  neutral,  and  potentially  positive, 
depending  upon  constraints  now  experienced  by  MBTA.  Examples  of  constraints  that  may  be 
alleviated  include:  inadequate  space  or  equipment,  work  rules,  deadhead  miles/hours,  and  needs 
to  transport  employees  from  one  facility  to  another  on  a  continual  basis. 

4.  Federal  Assistance 

This  category  refers  to  Federal  Transit  Administration  (FTA)  financial  assistance  available  to 
the  MBTA.  Section  9  capital  and  operating  assistance  is  supplied  to  MBTA  under  a  standardized 
formula.  It  is  not  changeable  in  the  short  term.  Section  3  assistance  is  discretionary  capital 
funding  that  is  traditionally  allocated  by  FTA  on  a  quarterly  basis. 

Other  sources  of  federal  financial  leverage,  such  as  Congestion  Management  and  Air  Quality 
(CMAQ)  funding,  is  not  considered  due  to  long  lead  times,  and  in  the  case  of  CMAQ,  only 
facilities  supporting  new  services  are  potentially  eligible  for  these  funds. 

Facilities  supporting  permanent  large  scale  operations  are  often  owned  by  the  public  sector,  as 
they  existed  but  were  surplus  to  transit  agency  needs  (already  paid  for  but  could  be  made 
productive),  or  were  constructed  or  acquired  to  support  services  that  were  in  areas  distant  from 
existing  transit  agency  facilities. 

Should  existing  MBTA  garages  be  utilized  for  servicing  contractor-operated  bus  services,  no 
capital  impact  is  anticipated.  Additionally,  Section  3  funds  may  be  utilized  to  assist  in  the 
construction  or  lease/buy  back  of  additional  facilities.  However,  the  lead  time  for  justifying  new 
permanent  garage  facilities  is  anticipated  to  be  beyond  the  scope  of  the  immediate  competitive 
procurement  plan.  Future  MBTA  facility  plans  may  take  the  following  factors  into 
consideration,  assuming  a  successful  contracting  function. 
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Not  applicable  unless  MBTA  will  hold  title.  If  MBTA  is  to  hold 
title,  then  the  purchase  must  be  placed  in  a  grant  and  be  processed. 
A  neutral  impact  is  anticipated,  since  the  MBTA  already  utilizes 
100%  of  its  available  Section  9  capital  allocation.  This  item  is 
zilso  neutral  should  another  public  sector  entity  successfully  bid  on 
the  contract  using  FTA-fmanced  facilities. 

Capital  costs  for  items  supplied  by  the  contractor  are  eligible 
operating  costs  under  the  FTA  formula.  A  neutral  effect  is 
anticipated,  assuming  that  the  total  cost  of  the  contracted  service 
(capital  and  operating  costs  combined)  is  less  than  or  equal  to  the 
MBTA's  current  operating  cost  (since  the  capital  cost  is  accounted 
for  elsewhere). 

This  financing  mechanism  is  available  in  2  manners.  First,  MBTA 
may  receive  a  Section  3  grant  and  purchase  new  or  rehabilitate 
existing  facilities  itself.  This  would  produce  a  net  flow  of  funds 
to  MBTA. 

Second,  the  MBTA  may  utilize  a  special  aspect  of  Section  3, 
called  the  Capital  Cost  of  Contracting,  to  finance  a  portion  of  the 
facility's  capital  cost  attributable  to  public  transit  functions  under 
a  competitive  procurement  method.  This  would  also  produce  a  net 
flow  of  funds  to  MBTA's  services. 

Note  that  this  situation  is  uncertain  in  the  case  of  services  operated  under  the  existing  subsidized 
Private  Carrier  Service  and  Suburban  Bus  Programs.  MBTA  supply  of  assets  for  these  programs 
would  be  net  additions  to  overall  MBTA  holdings.  An  economy  of  scale  is  doubtful,  given  that 
the  current  carriers  in  these  programs  are  able  to  apportion  their  facility  costs  to  other  (non- 
MBTA)  services.  Private  carrier  supply  of  a  facility,  however,  would  remain  eligible  for  the 
FTA  funding  discussed  above,  subject  to  FTA  scrutiny  regarding  new  or  replacement  fixed 
facilities. 

5.  MBTA  Control  of  Equipment  and  Facilities 

The  assessments  in  this  category  reflect  the  operational  control  the  MBTA  may  exert  over  a 
facility  under  the  5  scenarios.  Similar  to  the  previous  four  categories,  MBTA  practical  control 
is  diluted  when  multiple  operators  or  bus  fleets  of  multiple  owners  are  maintained  in  a  facility. 

Contractor  maintenance  of  the  rolling  stock  it  operates  is  considered  neutral  regardless  of  who 
owns  the  site,  since  various  safeguards  may  be  included  in  purchase  and  lease  agreements,  and 
the  MBTA  will  have  unlimited  visitation  rights  to  ensure  proper  facilities,  vehicle  maintenance 
and  operations.   While  the  MBTA  will  have  limited  operational  control,  inclusion  of  certain 
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minimum  facility  criteria  in  the  bid  evaluation  process  should  ensure  that  MBTA  interests  and 
concerns  are  adequately  addressed  at  minimum  financial  cost. 


6.  Encourage  Competition 

This  category  reflects  the  degree  to  which  competition  for  the  proposed  contract  is  encouraged. 
The  supply  of  facilities  represents  a  large  cost  item  for  potential  bidders,  and  may  limit  real 
competition  for  smaller  blocks  of  service  to  those  carriers  with  existing  facilities  located  in  the 
service  area.  Conversely,  larger  blocks  of  service  generate  their  own  economy  of  scale,  and 
suitable  garage  and  operational  facilities  are  usually  not  difficult  to  locate. 

While  the  MBTA  supply  of  MBTA  maintenance  facilities  and  MBTA-owned  vehicles  may 
encourage  competition,  some  potential  bidders  may  view  this  negatively.  In  such  a  situation, 
some  carriers  may  base  a  bid/no  bid  decision  upon  MBTA  labor  issues  and  administrative 
complexity  issues  covered  in  items  1  and  2,  above,  rather  than  supply  of  the  garage.  Another 
possible  response  is  that  potential  bidders  are  likely  to  adjust  their  price  bids  based  upon  their 
assessment  of  risk  and  administrative  expenses. 

Assuming  a  service  with  reasonable  economy  of  scale,  contractor  supply  of  the  facility  is  at 
worst  considered  neutral,  and  at  best  considered  to  encourage  competition  during  the  first  round 
of  competitive  contracting.  Subsequent  rounds  of  contracting,  however,  may  be  different,  as 
the  contractor  holding  a  preferred  facility  or  site  is  likely  to  be  viewed  as  having  an  inherent 
financial,  start-up  phase,  and  operational  advantage  over  newcomers.  In  such  cases,  the  MBTA 
should  seriously  consider  turning  over  existing  facilities  to  contractors  on  a  lease  basis,  or 
constructing  new  facilities  to  be  owned  by  the  MBTA. 

7.  Deadhead  Impact 

Facility  location  decisions  have  a  significant  impact  on  operational  costs  due  to  deadheading  to 
and  from  the  facility  to  commence  and  end  a  bus  run.  Absent  a  final  appraisal  as  to  the  routes 
identified  as  preferred  for  competitive  procurement,  this  assessment  cannot  be  made  with  a 
degree  of  certainty. 

Overall,  however,  limitation  of  operations  to  specific  sites  would  eliminate  opportunities  to 
reduce  existing  deadhead  mileage/hours,  and  may  increase  it.  This  is  especially  the  case  with 
services  outside  the  core  MBTA  service  area. 

Accordingly,  contractor  supply  of  a  facility  is  assessed  a  higher  likelihood  for  positive  impact, 
while  use  of  existing  MBTA  facilities  is  assessed  as  having  a  negative  impact. 
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8.  Financial  Impact  on  Capital  Costs 

Similar  to  the  ratings  under  Item  4,  Federal  Assistance.  This  category  assesses  the  potential 
financial  impact  on  the  MBTA  for  the  cost  of  a  facility  itself.  The  two  categories  are  somewhat 
related,  but  there  is  not  a  direct  correlation. 

Should  the  MBTA  simply  supply  some  portion  of  its  existing  (or  planned)  facilities  to  a 
contractor  for  use  in  operating  MBTA  services,  then  there  is  a  neutral  (zero  dollar)  financial 
impact.  This  is  because  the  asset  is  already  paid  for,  and  it  does  not  have  to  be  replaced  to 
meet  current  MBTA  service  plans.  The  net  effect  is  to  remove  the  facility  from  financial 
consideration,  assuming  the  remaining  MBTA  facilities  are  capable  of  handling  any  additional 
vehicles  without  increased  capital  or  operating  cost. 

Should  the  contractor  supply  the  facility  for  existing  MBTA-operated  services  or  otherwise,  an 
opportunity  exists  to  secure  new,  newer,  or  better  located  facilities,  in  keeping  with  overall 
MBTA  goals,  at  lesser  cost  than  might  otherwise  be  possible,  for  3  reasons: 

1.  It  is  less  time  consuming,  and  therefore  less  expensive,  to  secure  new  or 
rehabilitated  facilities  through  a  contractor  than  through  the  long  public  sector 
procurement  process.  However,  FTA  approval  of  the  sites  is  likely  necessary  if 
federal  capital  funds  are  involved,  and  this  may  entail  a  process  more  time 
consuming  than  is  acceptable  for  the  short  term  competitive  program. 

2.  Section  3  Capital  Cost  of  Contracting  grants  may  be  used  to  pay  for  assets  per 
FTA  formula  (80%  federal,  20%  non-federal  matching  ratio).  Assets  may  be 
new,  rehabilitated,  existing  in  the  contractor's  inventory,  or  simply  secured  from 
another  party.  In  each  case,  FTA  funds  will  pay  for  up  to  80%  of  the  cost  of  the 
capital  consumed  in  the  course  of  supplying  public  transit  services. 

3.  Facilities  may  be  used  partly  for  MBTA  services,  and  partly  for  other  services. 
More  efficient  use  of  the  facility,  such  as  through  support  of  charter  or  intercity 
operations  results  in  MBTA  (and  FTA  and  Massachusetts)  paying  only  the  capital 
costs  associated  with  the  MBTA  services.  Thus  the  MBTA  may  have  access  to 
new  facilities  or  locations  without  having  to  pay  their  full  cost. 

9.  Service  Protection 

This  item  assesses  the  degree  to  which  the  MBTA  can  guarantee  that  the  services  operated  from 
a  facility  will  be  operated  within  the  specified  parameters.  At  worst,  a  contractor  may  default 
on  the  contract,  leaving  the  MBTA  to  find  a  replacement  operator  and  a  replacement  facility. 
At  best,  the  service  may  be  provided  in  full  compliance  with  or  exceed  the  terms  of  the  contract, 
resulting  in  no  MBTA  action.  Some  factors  regarding  service  protection  are  within  the 
operator's  control,  such  as  financial  management,  employee  relations,  etc.  Others,  such  as  Acts 
of  God  which  damage  or  destroy  the  facility,  cannot  be  controlled,  but  can  only  be  planned  for 
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on  a  contingency  basis.  The  MBTA's  interest  is  to  be  reasonably  certain  that  the  promised 
public  transit  services  can  and  will  be  operated  in  the  face  of  uncertainty. 

The  highest  degree  of  service  protection  regarding  facilities  is  for  the  MBTA  to  own  the  facility 
and  lease  it  to  the  contractor  for  the  duration  of  the  contract.  This  ensures  that  no  matter  what 
may  occur,  the  MBTA  can  always  revert  to  operations  from  the  facility,  or  contract  those 
operations  to  another  party  to  operate  from  the  facility. 

However,  other  factors  should  be  considered.  The  MBTA  currently  has  [1]  adequate  facilities 
to  service  and  store  vehicles  regardless  of  circumstances,  and  [2]  sufficient  numbers  of  potential 
contractors  to  take  over  should  one  contractor  default.  Additionally,  the  MBTA  may  specify  that 
any  facility  leased  by  the  contractor  will  be  assumable  by  the  MBTA  in  the  case  of  default.  This 
ensures  MBTA  access  to  the  facility  without  an  initial  capital  cost,  but  with  a  potential  future 
operating  cost. 

The  ratings  in  this  section  reflect  these  approaches,  indicating  that  the  ability  to  replace  a  facility 
owned  by  the  contractor  is  only  marginally  more  difficult  than  to  face  the  same  situation  with 
an  MBTA-owned  facility  given  the  short  term  plans  for  the  competitive  program.  Should  the 
competitive  program  develop  to  a  large  scale  (e.g.,  >  100  fixed  route  vehicles  in  one  area,  or 
more  than  approximately  200  fixed  route  vehicles  overall),  then  MBTA  ownership  of  facilities 
may  become  warranted  to  protect  the  service  and  to  encourage  long-term  competition. 
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APPENDIX  C 


EXISTING  PRIVATE  CONTRACTING  ASSESSMENT 

Introduction 

The  MBTA  administers  3  private  carrier  bus  programs,  each  are  operated  and  subsidized  in  a 
different  way.  The  Interdistrict  Transportation  Services  (IDTS)  is  a  program  providing  bus 
transportation,  usually  express  routes,  from  communities  outside  the  MBTA  district  into  the 
district.  Subsidies  for  these  services  are  reimbursed  by  EOTC.  The  Subsidized  Private  Carrier 
Service  is  subsidized  and  administered  by  the  MBTA.  The  Suburban  Bus  Program  is  subsidized 
by  the  MBTA  and  administered  by  the  municipalities  in  which  the  services  are  located.  Because 
they  are  directly  subsidized  by  the  MBTA,  these  last  two  programs  are  the  focus  of  this 
Appendix,  which  includes  the  following  elements: 

1.  Synopsis  of  service 

2.  Performance  standards 

3.  Insurance 

4.  ADA  issues 

5.  Franchise  rights 

6.  Contract  procedures 

1.  Synopsis  of  Service 

The  two  private  carrier  bus  programs  described  below  differ  in  the  way  they  are  subsidized  and 
managed.  The  Subsidized  Private  Carrier  Service  is  funded  entirely  and  directly  by  the  MBTA 
and  provides  fixed  route  local  service  to  areas  within  the  MBTA  District  that  are  not  served  by 
other  MBTA  services.  This  program  is  presently  administered  within  the  Railroad  Operations 
Department. 

The  Suburban  Bus  Program  grew  out  of  service  provided  by  private  carriers  before  the  MBTA 
was  created.  It  is  administered  by  the  cities  and  towns  in  which  it  operates  and  receives  up  to 
$80,000  annually  per  community.  Support  is  provided  by  the  Passenger  Service  Planning 
Office. 

Subsidized  Private  Carrier  Service 

There  are  currently  6  services  under  this  program  which  receive  direct  subsidies  from  the 
MBTA:  Hull-Hingham;  Winthrop;  Salem-Peabody;  Medford;  Stoneham;  and  Canton-Mattapan. 

These  services  had  previously  been  operated  by  private  carriers  without  a  subsidy.  None  of  the 
services  were  instituted  by  the  MBTA.  The  service  provided  by  this  program  varies  from  high  - 
frequency  feeder  bus  service  in  Winthrop  to  shuttle  service  in  Peabody  and  Salem,  to  express 
bus  service  from  Stoneham  to  Boston.  With  the  exception  of  Winthrop,  service  levels  are  lower 
than  most  MBTA  bus  routes. 
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Subsidized  Private  Carrier  Service  Levels 

Service 

Carrier 

Days 

Frequency 

Hull-Hingham 

People  Care-iers 

Weekdays 
Saturdays 

A.M.:45  mins. 
Midday:  60  mins. 
P.M.:  60  mins. 
60  mins. 

Winthrop  -  East 
Boston 

Paul  Revere 

Weekdays 

Saturdays 
Sundays 

A.M.:  7  1/2  mins. 
Midday:  20-25  mins. 
P.M.:  7  1/2  mms. 
15-20  mins. 
40  mins. 

Salem-Peabody 

Michaud 

Weekday, 
Saturday 

Midday:  60  mins. 

Fulton  Street 
(Medford) 

Hudson 

Weekday 
Saturday 

A.M.:  30  mins. 
Midday:  no  service 
P.M.:  30  mins. 
A.M.:  2  trips 
Midday:  no  service 
P.M.:  30  mins. 

Canton-Mattapah 

Hudson 

Weekday 
Saturday 

A.M.:  60  mins. 
Midday:  no  service 
P.  M  .:  60  mins. 
A.M.:  1  1/2  trips 
Midday:  no  service 
P.M.:  60  mins. 

Stoneham-Boston 

Hudson 

Weekday 

Irregular 

Source:  MBTA  Advisory  Board  Service  Committee,  Private  Carrier  Bus  Service 


Fares  and  Subsidies 

The  fare  structure  for  this  program  bears  no  relationship  to  MBTA  fares  for  comparable  trips. 
The  service  did  not  follow  the  restructuring  in  1991  of  MBTA  bus  fares  when  the  base  fare  was 
raised  to  $0.60  and  the  zones  were  lengthened.  The  fares  and  service  levels  are  correlated  by 
the  corridor.  Any  changes  proposed  by  the  carrier  must  be  approved  by  the  MBTA. 

A  maximum  daily  subsidy  is  set  by  the  contractor's  bid  price.  In  the  past,  revenue  generated 
above  the  guaranteed  minimum  was  split,  half  going  to  increase  the  carrier's  profits,  and  half 
to  reduce  the  MBTA  subsidy  payment.  Currently,  starting  with  the  Winthrop  service,  additional 
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revenue  beyond  the  guaranteed  revenue  is  retained  by  the  carrier  to  provide  incentive  to  increase 
ridership.  This  formula  creates  diverse  levels  of  subsidy  due  to  the  various  types  of  service 
provided.  For  example,  Winthrop,  which  provides  high-frequency  feeder  service  receives  the 
highest  subsidy,  while  service  in  Peabody-Salem,  which  is  essentially  a  shoppers'  shuttle  with 
less  frequent  service,  receives  the  lowest  subsidy.  The  net  cost  of  private  carrier  service  has 
been  steady  over  the  last  several  years  because  it  has  been  capped. 

Contract  Terms 

The  terms  of  contract  agreements  for  subsidized  private  carriers  are  for  a  period  of  3  years. 
Contracts  commence  on  July  1  and  end  on  June  30.  The  MBTA  maintains  a  mailing  list  of 
private  contractors  who  receive  all  RFP's.  Attached  to  this  memo  is  the  mailing  list  used  by  the 
MBTA  in  issuing  RFP's. 


Subsidized  Private  Carrier  Service  Fares 

Service 

Carrier 

Trip 

Length 

Fare 

Hull-Hingham 

People  Care-iers 

Intra-Hull 
Hull-Hingham 

<6.2  mi. 
<8.7  mi. 

$0.50 
$0.75 

Winthrop-East 
Boston 

Paul  Revere 

Intra- Winthrop 
Feeder  serv.  to 
Orient  Hgts.  Bl  Line 

1-3  mi. 

$0.75 

Salem-Peabody 

Michaud 

Intra-Salem 

Intra-Peabody 

Salem-Peabody 

<5.3  mi. 
<6.7  mi. 
<10  mi. 

$0.75 
$0  75 
$1.50 

Fulton-Street 

Hudson 

Fulton-Medford  Sq. 
Medford  Sq.  Mall 
Fulton-Mall 

<2.1  mi. 
<  1.5  mi. 
<3.6  mi. 

$0.50 
$0.50 
$0.75 

Canton-Mattapan 

Hudson 

Within  1  town 
Canton-Milton  or 
Milton-Mattapan 
Canton-Mattapan 

<5.3  mi. 
<8.6  mi. 

<8.7  mi. 

$0.50 
$0.75 

$1.00 

Stoneham-Boston 

Hudson 

Stoneham-Medford 

Stoneham-Boston 

Medford-Boston 

N/A 

N/A 

Source:  MBTA  Advisory  Board  Service  Committee,  Private  Carrier  Bus  Service 
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Other  Requirements 

The  MBTA  requires  contractors  to  supply  and  maintain  all  vehicles.  They  must  also  secure 
street  permits  and  operate  in  full  compliance  with  the  safety  and  inspection  requirements  of  the 
Mass.  Department  of  Public  Utilities  (D.P.U.)  and  all  other  Rules  and  Regulations  of  the 
D.P.U.  pertaining  to  bus  operations.  D.P.U.  bus  permits  for  each  vehicle  are  appended  to  the 
contract. 

Carriers  must  submit  monthly  reports  showing  total  passengers  carried  and  passenger  revenue 
collected  on  a  daily  basis  for  each  day  of  operation  for  the  term  of  the  contract.  Monthly 
reports  of  any  occurrences  that  are  at  variance  with  normal  operating  conditions  must  also  be 
submitted. 

Required  attachments  to  the  contract  include: 

■  Service  and  Fare  Schedules  and  Route  Descriptions 

■  Vehicle  Use 

■  Daily  Subsidy  Cost 

■  D.P.U.  Permits  for  Vehicles 

■  Certificate  of  Insurance 

■  Accessibility  Plan  (for  ADA  compliance) 

■  Operator  Recruitment  and  EEO/M  Plan 

■  Marketing  Plan 

Suburban  Bus  Program 

The  Suburban  Bus  Program  operates  as  a  partnership  between  the  MBTA  and  the  1 1  cities  and 
towns  in  which  the  services  are  operated.  The  MBTA  provides  the  subsidy  to  the  community, 
which  in  turn  contracts  out  for  service  or  operates  the  service  directly.  It  therefore  differs  from 
the  Subsidized  Private  Carrier  Service  in  that  it  is  controlled  at  the  local  level  by  the  cities  and 
towns,  rather  than  the  MBTA. 

The  MBTA  pays  annual  subsidies  based  on  operating  exjjenses  of  each  program  which  are 
reported  monthly  by  the  carriers.  Sixty-five  percent  of  the  net  cost  of  service,  with  a  cap  of 
$80,000,  is  paid  by  the  MBTA.  However,  since  the  communities  pay  for  a  portion  of  MBTA 
service  through  local  MBTA  assessments,  the  cost  sharing  works  out  to  about  a  50/50  split. 

The  choice  of  communities  for  this  program  is  competitive  in  that  when  the  MBTA  has  made 
monies  available  for  expansion  of  the  program,  communities  are  required  to  submit  bids. 
Subsidies  are  awarded  up  to  the  limit  of  available  funding. 

Currently,  11  communities  are  served  under  the  Suburban  Bus  Program:  Bedford;  Beverly; 
Burlington;  Dedham;  Framingham;  Lexington;  Lynn;  Mission  Hill  (Boston);  Natick;  Needham 
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(service  currently  susp)ended  pending  study  of  future  options);  and  Norwood.  A  schedule  of 
Suburban  Bus  Program  statistics  is  included  in  Exhibits  Supporting  Appendix  C. 


2.  Performance  Indicators 


The  MBTA  uses  5  performance  indicators  to  assist  in  monitoring  service:  cost/ vehicle  mile; 
cost/ vehicle  hour;  passengers/ vehicle  mile;  gross  cost/passenger;  and  subsidy /passenger.  The 
private  carrier  routes  perform  as  shown  on  the  table  below  (Stoneham  service  not  presented  due 
to  lack  of  available  data  for  FY  91).  Data  necessary  for  compilation  of  all  items  was  not 
immediately  available. 

Private  Carrier  Performance  -  FY  91 

Daily  Passengers        Passengers      Passengers  Subsidy/ 

Route  Passengers        Per  Hour         Per  Mile         Per  Trip  Passenger 


Salem-  131  11  1.07  19  $1.99 
Peabody 

Hull  210  19  0.95  17  $1.87 

Winthrop  2275  30  3.12  17  $0.95 

Fulton  St.  85  12  0.66  5  $4.20 

Canton  95  10  0.59  12  $3.41 


Source:  MBTA  Advisory  Board  Service  Committee,  Subsidized  Private  Carrier  Service 

The  Subsidized  Private  Carrier  Service  contractors  are  required  to  report  the  following 
information  to  the  MBTA: 

■  Total  daily  passengers; 

■  Weekly  reports  of  significant  occurrences  including  trips  added  or  dropped,  delays 
or  changes  in  schedule,  and  vehicle  and  passenger  accidents; 

■  Monthly  reports  of  trips  not  operated  on-time,  including  the  cause  of  delays. 

This  information,  together  with  monthly  costs  and  minimum  revenues  set  forth  in  the  contract, 
are  used  to  calculate  the  subsidy  payments,  and  also  to  measure  the  p)erformance  indicators  listed 
above.  This  information  has  also  been  used  to  calculate  performance  penalties  and  incentives 
as  specified  in  some  contracts.  It  is  not  clear  what,  if  any,  consequences  these  measures  have 
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on  contractors,  since  the  existing  services  under  the  program  have  changed  very  little  since  first 
subsidized  by  the  MBTA. 

3.  Insurance 

Insurance  requirements  for  the  Subsidized  Private  Carrier  Program  include  public  liability  and 
prop)erty  damage  insurance  covering  operations  in  the  amounts  of  $5  million  for  injury  to  or 
death  of  any  person,  including  passengers,  and  persons,  including  passengers  in  any  one 
accident.  The  contractors  must  provide  a  certificate  of  insurance  with  the  MBTA  named  as 
additional  insured.  Carriers  subsidized  by  EOTC  under  the  IDTS  program  have  similar 
insurance  requirements. 

No  Suburban  Bus  Program  contracts  were  available  to  the  contractor,  since  these  are 
administered  by  the  municipalities  in  which  they  operate;  however,  an  assumption  is  made  here 
that  the  requirements  are  no  higher  than  the  Subsidized  Private  Carrier  Service  and  the  IDTS 
program  and  may  be  lower. 

4.  ADA  Issues 

The  ADA  Transportation  Requirements  for  non-rail  fixed  route  service  are  set  forth  as  follows: 

"Vehicles  purchased  or  leased  after  August  25,  1990,  must  be  accessible.  Vehicles 
remanufactured  to  extend  their  useful  life  by  five  (5)  years  or  more  must  be  made 
accessible  to  the  maximum  extent  feasible.  Before  buying  or  leasing  used  vehicles 
which  are  not  accessible,  a  "good  faith  effort"  must  be  made  to  locate  accessible 
vehicles.  Comparable  paratransit  service  must  be  provided  to  persons  unable  to 
use  the  fixed  route  system." 

Contractors  subsidized  by  the  MBTA  must  comply  with  these  ADA  regulations  since  they  are 
providing  public  transportation.  If  less  than  100%  of  vehicles  are  accessible,  the  contractor  must 
establish  a  Call-A-Lift  Program  which  allows  passengers  to  schedule  their  trip  by  1:00  p.m.  the 
day  before  they  will  actually  take  the  trip.  This  is  similar  to  the  program  for  MBTA-operated 
fixed  route  bus  service.  A  survey  performed  by  The  RIDE  last  year  indicated  that  almost  all 
privately  owned  bus  companies  had  some  percentage  of  lift-equipped  equipment. 

The  contractor  must  also  develop  and  implement  a  marketing  plan  that  will  inform  the  disabled 
community  of  the  operator's  accessible  service.  Other  requirements  include  an  emergency  plan 
detailing  backup  plans  in  case  of  breakdowns  of  lift-equipped  buses  carrying  passengers  requiring 
the  lift,  driver  training,  both  operational  and  sensitivity,  as  well  as  maintenance  personnel 
training. 

If  a  new  route  is  established  by  the  MBTA,  either  through  contracting  or  MBTA  direct  service, 
accessible  service  must  be  made  available.  In  examining  opportunities  for  future  contracted  bus 
service,  this  requirement  must  be  taken  into  consideration.    The  RIDE  office  reports  that 
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MBTA-contracted  carriers  will  contact  The  RIDE  and  work  out  arrangements  for  The  RIDE  to 
provide  them  with  paratransit  service.  Attached  to  this  appendix  is  a  map  of  The  RIDE  Service 
Area.  In  any  event,  contractors  wishing  to  provide  fixed  route  service  must  coordinate  the 
paratransit  service  requirements  with  the  MBTA. 

5.  Franchise  Rights 

Chapter  161 A  of  the  General  Laws  of  Massachusetts  sets  forth  the  powers  and  limitations  of  the 
MBTA.  Section  3  grants  the  MBTA  exclusive  rights  to  provide  transit  services  within  the 
MBTA  district,  including  the  power  to  regulate  entry,  exit,  and  service  levels  of  un-subsidized 
carriers  as  well  as  to  subsidize  private  carriers  and  directly  operate  service.  Section  5(k), 
however,  imposes  certain  constraints  upon  the  MBTA.  In  particular,  whenever  the  MBTA 
desires  to  add  new  routes  for  service  in  any  area,  it  is  required  to  grant  preference  to  the  private 
carrier  then  servicing  the  area  in  the  Of)eration  of  those  routes.  In  addition.  Section  14  grants 
the  MBTA  the  right  to  freely  operate  any  route  substantially  similar  to  one  operated  by  the 
MTA,  predecessor  to  the  MBTA.  Section  14  also  states  that  the  MBTA  must  provide 
compensation  to  private  carriers  should  the  MBTA  operate  a  route  not  formerly  operated  by  the 
MTA. 

These  regulations  have  been  a  constraint  in  any  competitive  bidding  process.  However,  recently 
Hudson  Bus  Lines  surrendered  their  operating  rights  so  the  MBTA  can  now  initiate  a  competitive 
bidding  process. 

The  RIDE 

The  RIDE  is  the  MBTA's  paratransit  service  and  is  administered  by  the  MBTA's  Office  of 
Transportation  Access.  While  this  service  is  not  fixed-route,  but  totally  demand-response,  it  is 
worth  examining  in  the  context  of  a  highly  successful  contracted  service  already  provided  by  the 
MBTA.  Due  to  the  nature  of  the  service,  the  subsidy  is  very  high,  but  the  administration  of  the 
program  by  the  Office  of  Transportation  Access  has  evolved  into  a  very  efficient  one. 

The  RIDE  started  service  in  Boston,  known  as  the  Core  Area,  in  1977.  In  1987  the  MBTA 
made  a  commitment  to  take  The  RIDE  to  all  78  cities  and  towns  in  the  district.  Currently  The 
RIDE  serves  44  communities  in  7  service  areas.  Determination  of  need  is  based  on  population 
derived  from  census  data. 

Contractors  must  have  a  mix  of  MBTA-supplied  lift-equipped  vans  (currently  120)  as  well  as 
contractor  vehicles,  which  range  from  low-floor  vans  to  sedans  and  station  wagons.  No 
minibuses  are  used.  All  carriers  maintain  both  their  own  equipment  and  MBTA  owned  vehicles 
that  they  operate. 

The  Ride  services  do  not  require  DPU  and  street  licenses.  Contractors  are  only  required  to  have 
Class  3  licenses.  MBTA  vehicles  must  be  dedicated  to  The  RIDE  service.  Only  one  contractor, 
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located  in  the  Core  Area,  has  only  MBTA  vehicles.  Contractor  facilities  range  from  an  office 
with  a  phone  (taxi  service),  to  offices  with  parking  areas,  to  office/garage  facilities. 

In  the  past  the  insurance  and  training  criteria  set  forth  by  The  RIDE  have  limited  the  number 
of  vendors,  although  that  number  is  growing.  Proposals  are  evaluated  not  only  on  a  summary 
per  passenger  cost  basis,  but  also  on  operations  cost  for  MBTA  vehicles.  Contracts  have  been 
let  with  both  new  and  used  vehicles,  but  contractors  must  have  both  MBTA  and  their  own 
vehicles  to  provide  the  level  of  service  The  RIDE  requires. 

Patrons  interface  directly  with  contractors  for  scheduling  and  taking  trips,  but  buy  books  of 
tickets  from  The  RIDE.  Each  one-way  ride  is  $1.00,  and  tickets  are  required  for  every  ride. 
Contractors  turn  in  the  tickets  monthly.  This  serves  as  a  basis  for  payment  and  performance, 
and  also  provides  a  good  audit  trail. 

The  1992  system-wide  average  cost  per  trip  is  $22.92.  Most  recent  ridership  data  shows  a  total 
of  458,000  trips/year  with  21,000  riders.  The  RIDE  estimates  that  within  2  years  there  will  be 
well  over  a  million  trips  per  year.  This  is  due  to  the  fact  that  previously  The  RIDE  only 
accepted  patrons  who  were  residents  of  the  towns  served.  ADA  has  eliminated  that  requirement, 
thereby  making  the  service  available  to  anyone  who  requires  it,  regardless  of  residency.  In 
addition,  ADA  has  significantly  broadened  the  definition  of  disability,  causing  many  social 
service  agencies  to  look  to  The  RIDE  to  provide  their  transportation  needs.  Currently,  MBTA 
officials  state  that  The  RIDE  can't  provide  all  the  trips  requested.  ADA  currently  allows  5% 
of  ride  requests  not  to  be  served,  but  that  percentage  will  decrease  to  the  point  where  all  requests 
must  be  honored,  according  to  the  federal  law  and  MBTA's  plan  to  comply  with  it. 

Additional  Supporting  Information 

The  following  additional  information  is  supplied  in  the  appendix. 

Mailing  list  for  private  carrier  RFP's 
Table  of  Suburban  Bus  Program  Information 

(town/local  sponsor,  contractor,  compensation,  term,  service  level,  fare  structure) 
The  RIDE  service  map 


COMSIS  Corporation 
Appendix  C  to  Phase  I  of  Report 


July  1993 
Page  C  -  8 


Exhibits  Supporting 
APPENDIX  C 


MAILING  LIST  FOR  PRIVATE  CARRIER  RFP 


Mr.  Pc'xr  Benton 
Airways  Transportation 
160  Gainsborough  Sl 
Boston,  MA  02116 


Mr.  Donald  N.  Dunham 
A  Yankee  Line 
370  West  First  Sl, 
S.  Boston,  MA  02127 


Mr.  Richard  Brown 
Alternate  Concepts 
99  Summer  St. 
Suite  1430 
Boston,  MA  02110 


Mr.  John  Medciros 

American  Eagle  Motor  Coach,  Inc. 

72  Sycamore  Sl, 

Fairhaven,  MA  02719 


Mr.  Richard  J.  Dow 
Boston  Double  Deckers,  Inc. 
321  Washington  Street 
Somerville,  MA  02143 


Mr.  James  Easier 
Argenbright  Transponarion 
144  Maverick  Sl 
East  Boston,  MA  02128 


Mr.  David  Boutros 
94  Patriot  Parkway 
Revere,  MA  02151 


Mr.  Michael  Aspcil 
Brainiree  Livery  Scrv. 
100  Messina  Drive 
Brainiree,  MA  02184 


Mr.  Roben  Bowes 
Charter  Buses  Inc. 
203  Faluah  Rd. 
Fitchburg,  MA  01420 


Mr.  Lawrence  Anzuoni 
Brush  Hm 
109  Norfolk  Scncet 
Boston,  MA  02124 


Mr.  Dean  Weeks 
Clinton  Area  Transit 
72  Summit  Street 
Clinton,  MA  01150 


Mr.  John  Mason 
Bus  Corp. 

35  Mt.  Hood  Terrace 
Melrose,  MA  02176 


Crystal  Trans.,  Inc. 
Ms.  Linda  Carrol 
77 A  Guest  Street 
Brighton,  MA  02134 


Mr.  James  M.  Jalben 
C  &  J  Trail  ways 
P,0.  Box  190 
Dover,  NH  03820 


Mr.  N4ichael  Martincx 
DBD  Travel 
21  Laurc  Keen  Avenue 
Achushnct,  MA  02743 


Mr.  Herb  Glover 
8  Harvard  Park 
Dorchester,  MA  02124 


Ms.  Joan  Libby 
Cavalier  Coach  Corp. 
415  Mysric  Ave. 
P.O.  Box  318 
Medford,  MA  02155 


Mr.  Jack  Dwyer 
JSC  Transportation  Service 
3  Dunham  Road 
Billerica,  MA  01852-5728 


Mr.  Mark  Bloom  Hub  Bus  Lines 

Ms.  Rosilland  Weiss  24  Thomdike  Street 

H&L  Bloom,  Inc.  East  Qmbridge,  MA  02141 

10  Oak  Street 

Taunton,  MA  02780 


Mr.  Kenneth  Hoggard 
Hudson  Bus  Lines 
70  Union  Street 
Medford,  MA  02155 


Mr.  Richard  Unda 
Interstate  Coach 
1139  Washington  Street 
Stoughton,  MA  02072 


J.A.  McDonough 
McGinn  Bus  Company 
36-38  .Alley  Street 
Lynn,  MA  01901 


Mr.  Michael  McCoy 
People  Carc-eirs 
P.O.  Box  541 
Hingham,  MA  02043 


Mr.  Paul  Picknelly  Mr.  John  F.  Deacon 

Peter  Pan  Lines,  Inc.  Metro  Bus 

P.O.  Box  1776  333  Longwood  Avenue 

1776  xMain  Street  Boston,  MA  02155 
Springfield,  MA  01102-1776 


Mr.  Gig  Michaud 
Michaud  Bus  Lines,  Inc. 
61-63  Jefferson  Avenue 
Salem,  MA  01970 


Mr.  George  Anzuoni 

Plymouth  &  Brockton  Street  Railway  Co. 
8  Industrial  Park  Road 
Plymouth,  MA  02360 


Mr.  Steve  Bauld 
Mini  Coach  of  Boston 
40  Canal  Street 
Mcdford,  MA  02155 


Mr.  Samuel  Graham 
Reliable  Bus  Lines 
978  Nash  Road 
New  Bedford,  MA  02746 


Mr.  Tom  Davis 
Robens  Transportation 
P.O.  Box  786 
Peabody,  MA  01960 


Mr.  Cabot  Smith 
The  Coach  Company 
P.O.  Box  423 
Plaistow,  NH  03865 


Mr.  Joe  O'Shea 

Green  Harbor  Transportadon 

P.O.  Box  623 

Green  Harbor,  MA  02041 


Ms.  Deborah  S.  Sloyer 
City  Transponarion 
Colonial  Tours 
390  Stuan  Sl 
Box  1459 
Boston,  MA  021 17 


Mr.  Peter  Wilson 
Wilson  Bus  Lines 
Main  St. 

East  Temple,  MA  01438 


Mr.  Tom  Carey 
Careys  Motor  Transpormrion 
305  Temple  Sl 
Whimian,  MA  02382 


Mr.  Jim  Trombly 
Trombly  Commuter  Lines 
14S0  Broadway  Rd. 
Dracut,  MA  01826 


Suburban  Bus  Program  Statistics 
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APPENDIX  D 


ROUTE  PACKAGES  AND  COST  MODEL 


This  appendix  contains  a  description  of  the  cost  model  used  to  estimate  the  costs  of  MBTA  bus 
routes  and  the  results  of  the  application  of  that  model  to  several  sets  of  routes  selected  based  on 
various  financial  and  operating  criteria. 

The  cost  model  was  developed  using  cost  data  from  the  MBTA's  1992  section  15  report.  The 
revenue  data  used  were  from  internal  MBTA  reports.  The  MBTA'S  method  of  allocating 
revenues  to  routes  does  not  produce  revenues  for  some  segments  of  service  which  operate  as  a 
part  of  larger  routes.  As  a  result,  several  small  routes  have  no  revenue  allocated  to  them  in  this 
exercise.  If  any  of  the  routes  are  included  in  a  competitive  contracting  package,  revenue 
allocations  will  need  to  be  made.  Similarly,  several  routes  do  not  have  any  buses  assigned  to 
them  during  the  AM  peak  hour.  This  routes  operate  as  parts  of  other  routes,  or  are  not  in 
service  during  the  peak  period. 

Exhibit  1  is  a  numerical  listing  of  all  routes.  The  route  groups  that  are  presented  in  this 
appendix  are: 

•  Exhibit  2,  the  routes  with  the  highest  operating  costs 

•  Exhibit  3,  the  routes  with  the  highest  operating  subsidy 

•  Exhibit  4,  the  routes  with  the  highest  operating  ratio 

•  Exhibit  5,  the  routes  with  the  lowest  operating  costs 

•  Exhibit  6,  the  routes  with  the  lowest  operating  subsidy 

•  Exhibit  7,  the  routes  with  the  lowest  operating  ratio 

•  Exhibit  8,  two  sets  of  express  routes 

•  Exhibit  9,  routes  assigned  to  each  garage 

•  Exhibit  10,  routes  serving  rapid  transit  and  commuter  rail  stations. 

The  number  of  routes  in  each  of  the  route  groups  based  on  financial  characteristics  were  limited 
arbitrarily  to  200  buses  for  the  high  cost  routes  and  100  buses  for  the  low  cost  routes.  The 
smaller  number  of  buses  for  the  low  costs  services  was  indicated  by  the  larger  number  of  routes 
in  that  category. 
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Cost  Allocation  Model 


The  process  of  identifying  the  costs  of  individual  MBTA  bus  routes  during  this  phase  of  the 
project  consisted  of  a  series  of  steps.  The  steps  culminated  in  the  development  of  a  3  factor  cost 
allocation  model  and  subsequent  applicator  to  the  statistics  of  the  MBTA's  bus  routes. 

This  model  can  be  thought  of  as  a  "planning"  model  for  use  in  determining  the  avoidable  and 
total  costs  of  each  route  for  the  purpose  of  evaluating  each  route  as  a  candidate  for  competitive 
contracting.  An  even  more  detailed  model  will  need  to  be  developed  for  determining  the  precise 
costs  of  services  to  be  included  in  competitive  contract  procurements. 

Three  cost  models  of  increasing  precision  were  used  in  various  stages  of  the  process  of 
reviewing  the  financial  performance  of  existing  services,  selecting  and  evaluating  the  route 
groups,  and  developing  the  detailed  cost  estimates  of  the  services  to  be  contracted.  This  staged 
sequence  was  used  so  that  preliminary  route  groups  evaluations  could  be  formulated  during  the 
early  weeks  of  the  project  while  the  "planning"  model  was  developed 

The  3  models  used  were: 

•  MBTA  "avoidable"  cost  model,  which  was  used  during  the  process  of  considering 
routes  as  potential  candidates  for  contracting 

•  Expanded  version  of  the  MBTA  model  which  included  a  higher  percentage  of 
total  costs  was  used  to  test  and  revise  the  results  of  the  first. cut  of  route  group 
options  developed  based  on  the  avoidable  cost  model 

•  Entirely  new  cost  model  was  used  to  develop  the  most  recent  cost  estimates.  This 
model  was  applied  to  the  statistics  of  all  T  bus  services.  The  results  of  this  model 
are  the  basis  on  which  the  route  costs  included  in  the  spreadsheets  in  this 
Appendix  were  made. 

This  third  model  is  consistent  with  the  FTA  fully  allocated  costs  guidelines.  This  model,  which 
will  continue  to  be  refined  for  the  remainder  of  the  project,  provides  a  sound  foundation  for 
estimating  the  costs  of  individual  routes  and  groups  of  routes  for  planning  purposes.  A  more 
detailed  version  of  this  model  -  a  "bidding"  model  -  needs  to  be  developed  as  a  tool  for 
determining  the  precise  costs  of  the  specific  routes  which  may  be  offered  for  contracting  during 
Phase  II.  In  this  "bidding"  model,,  consideration  should  be  given  to  using  "pay  hours"  in  place 
of  service  hours  for  each  route. 

The  "planning"  model  allocated  56  line  items  of  the  total  costs  of  the  MBTA's  bus  division  and 
assigned  each  of  them  to  1  of  3  categories: 
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•  Costs  which  are  most  sensitive  to  the  number  of  hours  of  operation  were  a: 
to  "hours  of  operation" 

•  Costs  which  are  most  sensitive  to  the  number  of  miles  operated  were  as 
"miles  of  operation" 

•  Remaining  costs,  which  consist  mostly  of  costs  which  tend  not  to  vai 
incremental  changes  in  the  miles  and  hours  of  service,  were  assigned  to  tl 
category  of  "other  costs". 

The  sum  of  the  costs  that  were  allocated  to  each  of  these  categories  were  then  used  to  de 
coefficient  for  each  variable: 

•  Total  costs  allocated  to  hours  were  divided  by  hours  of  operation,  v 
resultant  coefficient  of  $43. 1 1 

•  Total  costs  allocated  to  miles  were  divided  by  miles  of  operation,  v 
resultant  coefficient  of  $2.32 

•  Difference  between  all  costs  and  the  sum  of  the  total  costs  allocated  to  he 
miles  were  then  divided  into  the  total  costs,  and  a  factor  for  "other  costs" 
was  derived. 


An  optional  basis  of  allocating  the  "other  costs"  is  to  develop  the  coefficient  by  dividing 
of  this  category  of  costs  by  the  number  of  peak  buses.  This  produces  an  "other  cost"  p 
bus  of  $57,563. 

The  current  status  of  the  planning  model  is  summarized  on  the  following  pages  This  sh( 
allocation  of  each  of  the  56  line  items  to  1  of  the  3  categories  of  costs,  the  miles  and  \ 
operation,  the  peak  bus  requirement,  and  the  factors  derived  for  each  of  the  three  coefl 

The  formula  for  applying  these  factors  to  any  route  is: 

($43.11  times  the  number  of  hours  +  $2.32  times  the  number  of  miles)  x  1.31 

or 

$43.11  times  the  number  of  hours,  plus 
$2.32  times  the  number  of  miles,  plus 
$57,563  times  the  number  of  peak  buses 
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The  fully  allocated  costs  of  each  route  was  developed  by  multiplying  the  hours  of  service  times 
the  hours  coefficient  and  the  miles  of  service  by  the  miles  of  operation,  and  then  multiplying  the 
result  by  the  "other  costs"  factor. 

The  results  of  this  process  are  illustrated  in  the  spreadsheets  which  show  the  financial 
characteristics  and  operating  statistics  of  each  of  the  route  groups  that  were  evaluated  during  this 
phase  of  the  project. 

Changes  in  the  model  to  reflect  changes  in  the  costs  of  operation  can  be  made  by  determining 
the  costs  of  each  of  the  line  items  of  expense,  calculating  the  changes  in  the  coefficients,  and 
then  applying  those  changes  to  the  statistics  of  any  unit  of  service  in  question. 

The  revenues  that  were  used  to  calculate  the  subsidies  and  operating  ratios  for  each  routes  were 
provided  by  the  MBTA.  These  allocations  are  adequate  for  planning  purjwses,  but  they  have  not 
been  validated.  The  process  used  by  the  MBTA  in  making  these  revenue  allocations  needs  to  be 
reviewed  and  validated  prior  to  preparation  of  the  final  description  of  services  to  be  contracted. 


COMSIS  Corporation 

Appendix  D  to  Phase  I  of  Report 


July  1993 
Page  D  -  4 


Allocation  of  1992  Section  15  Form  301  MB  costs  to 
hours,  mites,  'all  other",  with  changes  as  of  June  15.  1993 


Form  301 

Allocated 

Allocated 

Allocated 

1992 

to 

to 

to 

VehOperations 

Costs 

Hours 

Miles 

"All  other" 

Op>erators  salaries  &  Wages 

43.677,399 

43.677,399 

0 

0 

Other  Salaries  and  Wages 

14.056,979 

7.363.874 

0 

6.693.105 

Fringe  Benefits 

46,891,089 

41 .455.039 

0 

5.436.050 

Services 

143.974 

143.974 

0 

0 

Fuel  and  Lxibricants 

5.028,460 

0 

5.028.460 

0 

Tries  and  Tubes 

957,564 

0 

957.564 

0 

Other  M&S 

48,853 

0 

0 

0 

Utilities 

0 

0 

0 

0 

Cas/Li  ability 

0 

0 

0 

0 

Taxes 

1.548,892 

0 

1.648.892 

0 

PT 

0 

0 

0 

0 

PT 

0 

0 

0 

0 

MiscExpense 

2.820 

0 

0 

0 

Expense  Transfer 

(3.647,845) 

(3.224,953) 

(422,892) 

NonVehMain 

108,808.185 

89.415.333 

7.634.916 

11.706.263 

Vehicle  Maintenance 

Operators  salaries  &  Wages 

490 

490 

0 

0 

Other  Salaries  and  Wages 

19,347.657 

0 

19,347.657 

0 

Fringe  Benefits 

15,683,708 

0 

15.683.708 

0 

Services 

1.649,442 

0 

1.649,442 

0 

Fuel  and  Lubricants 

100,880 

0 

100,880 

0 

Tries  and  Tubes 

0 

0 

0 

0 

Other  M&S 

4.721 ,709 

0 

4,721,709 

0 

Utilities 

0 

0 

0 

0 

Cas/Liability 

905,739 

0  ' 

905.739 

0 

Taxes 

0 

0 

0 

0 

PT 

0 

0 

0 

0 

PT 

0 

0 

0 

0 

MiscExpense 

1,380 

0 

1.380 

0 

Expense  Transfer 

(5,200,172) 

0 

(5.200.172) 

0 

NonRevVehMaint 

(831,011) 

(831,011) 

36,379.822 

490 

36,379,332 

0 

NonVehicleMaintenace 

Operators  salaries  &  Wages 

9.139 

9,139 

Other  Salaries  and  Wages 

4.552.337 

4,552,337 

Fringe  Benefits 

3,678,046 

3,678,046 

Sen/ices 

851,458 

851.458 

Fuel  and  Lubricants 

0 

0 

Tries  and  Tubes 

0 

0 

Other  M&S 

1.888,799 

1.888,799 

Utilities 

496,333 

496,333 

Cas/Liability 

(443) 

(443) 

Taxes 

0 

0 

PT 

0 

0 

PT 

0 

0 

MiscExpense 

0 

0 

Expense  Transfer 

(1.225.982) 

(1.225,982) 

NonRevVehMaint 

831.011 

831.011 

11.080.698 

0 

0 

11,080.698 

Allocation  of  1992  Section  15  Form  301  MB  costs  to 
hours,  miles,  "all  other",  with  changes  as  of  June  15,  1993 
(Continued) 


General  Administration 


Operators  salaries  &  Wages 

0 

0 

Other  Salaries  arxj  Wages 

6,074,369 

6,074.369 

Fringe  Benefits 

5,095,069 

5.095,069 

Services 

4,987,190 

4,987,190 

Fuel  and  Lubricants 

U 

n 
U 

Tries  and  Tubes 

0 

0 

Other  M&S 

505.601 

505,601 

Utiliteisd 

4.716,021 

4.716.021 

Gas/Liability 

6.635,076 

6,635.076 

Taxes 

196,801 

196,801 

PT 

5.278,612 

0 

PT 

0 

0 

MiscExpense 

1,446,875 

1.446.875 

Expense  Transfer 

(1,632.573) 

(1.532.573) 

NonVehMaint 

0 

0 

33,303.047 

0 

6,635.076 

21 .389.359 

Total  Costs 

Operators  salaries  &  Wages 

43.687.028 

43.677.889 

0 

9.139 

Other  Salaries  and  Wages 

44,031.342 

7.363.874 

19,347.657 

17.319.811 

Fringe  Benefits 

71.347.912 

41.455.039 

15,683,708 

14,209.165 

Services 

7.632,070 

143.974 

1,649,442 

5.838,654 

Fuel  and  Lubricants 

5,129,340 

0 

5.129,340 

0 

Tries  and  Tut>es 

957,564 

0 

957,564 

0 

Other  M&S 

7,164.962 

0 

4,721.709 

2.394,400 

Utiliteisd 

5,212.354 

0 

0 

5,212,354 

Gas/Liability 

7,540.372 

0 

7.540.815 

(443) 

Taxes 

1.845.693 

0 

1.648.892 

196.801 

PT 

5.278.612 

0 

0 

0 

PT 

0 

0 

0 

0 

MiscExpense 

1.451,075 

0 

1.380 

1.446.875 

Expense  Transfer 

(11.706,572) 

(3.224.953) 

(5,200,172) 

(3.281.447) 

NonVehMaint 

0 

0 

(831.011) 

831.011 

Grand  Total 

189,571.752 

89,415,823 

51,480,335 

43,345,309 

Less  PT 

184.293.140 

89.415.823 

51.480.335 

43.345.309 

Hours 

2.074.292 

2.074.292 

Miles 

22.175.235 

Peak  bus 

753 

Total  costs/hour 

$88.85 

Hours  Factor 

$43.11 

Miles  Factor 

$2.32 

"All  other  costs"  factor  (All  costs/hours&miles  costs) 

1.31 

Per  Peak  Bus  Alternative 

$57,563 
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APPENDIX  E 


MBTA  Fare  Structure  and  Fare  Levels 


Evolution  of  Existing  Fare  Structure 

The  MBTA  fare  structure  is  quite  complex,  using  a  combination  of  zone  fares  and  flat  fares  for 
various  modes  of  service.  This  structure  goes  back  to  1968.  At  this  time,  the  MBTA,  which 
had  had  a  flat  fare  since  its  creation  in  1964  to  assume  and  expand  the  operations  of  the  former 
Metropolitan  Transit  Authority,  acquired  the  assets  of  the  Eastern  Massachusetts  Street  Railway 
Company,  which  had  employed  zone  fares.'  Zone  fares  were  also  employed  when  the  MBTA 
assumed  operation  of  the  Middlesex  and  Boston  Street  Railway  in  1972.  All  bus  fares  were 
integrated  into  a  common  zone  system  in  1981. 

For  buses,  the  current  base  local  fare  is  $0.60;  with  fares  of  $1.50  to  $2.25  charged  for  various 
express  buses.  There  is  no  transfer  from  bus  to  bus  or  from  bus  to  rapid  transit,  light  rail,  or 
commuter  rail;  each  trip  is  paid  individually.  Passengers  may  use  monthly  combined  bus  and 
transit  or  commuter  rail  pass,  however,  to  transfer  without  an  additional  charge.  The  issue  of 
whether  to  change  to  a  transfer  system  has  been  debated  for  many  years.  A  summary  of  the 
existing  bus  fare  zone  boundaries  is  presented  in  Table  1 . 

Fare  History 

MBTA  fares,  which  remain  among  the  lowest  in  the  country,  even  when  the  full-priced  transfers 
are  taken  into  account,  changed  slowly  in  the  years  prior  to  1980,  when  bus  fares  were  raised 
to  25  cents,  and  transit  fares  increased  to  50  cents.  In  1981,  bus  fares  were  raised  to  a  50  cent 
base  fare,  with  a  zonal  system,  and  the  rapid  transit  fare  was  raised  to  75  cents.  This  was 
lowered  to  60  cents  in  1982,  in  response  to  decreased  ridership. 

Fares  were  raised  again  in  1989  and  again  in  1991,  as  shown  in  Table  2.  In  1989,  base  bus 
fares  remained  at  50  cents,  but  zone  fares  were  altered  to  a  maximum  fare  of  $1.90.  In  1991, 
the  base  fare  was  raised  to  60  cents,  and  the  maximum  zone  fare  to  $2.25.  Although  ridership 
declined  somewhat  after  each  fare  increase  (a  loss  of  between  1.1%  and  4.3%  was  estimated 
after  the  1991  increase),  fare  revenue  did  increase.  In  FY  1992,  fare  revenue  for  the  basic 
system  (excluding  commuter  rail)  rose  to  $130.7  million  from  $123.4  million  in  FY  1991,  an 


'MBTA  Advisory  Board.  MBTA  Fares:  An  Analysis  of  Current  Policy  and  Practice. 
Boston,  January,  1989,  pp.  21-22. 
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increase  of  5.9%^  Basic  system  fare  revenue  covered  23.7%  of  FY  1992  operating  costs  of 
$550,566,823,  per  the  1994  Budget  (excludes  interest  on  unfunded  debt). 

The  1991  fare  increase  was  the  object  of  much  public  controversy,  which  resulted  in  the 
MBTA's  publication,  after  the  fact,  of  a  Draft  Environmental  Impact  Report  detailing  the 
impacts  of  the  increase  on  ridership  and  revenue.  This  report,  submitted  in  September  1992, 
was  determined  not  to  be  in  compliance  with  MEPPA  regulations.  In  response,  a  Supplemental 
Draft  Environmental  Impact  Report  was  submitted  in  January  1993.  This  report  in  turn  resulted 
in  publication  of  a  detailed  MBTA  Fare  Policy  Statement,  issued  by  the  MBTA  Board  of 
Directors  on  January  6,  1993  (attached).  This  document  outlines  long  and  short-term  fare 
policies  and  plans,  and  details  a  process  for  public  participation  in  any  future  fare  changes.  The 
policy  statement  commits  the  MBTA  not  to  raise  fares  again  before  January  1,  1994.  In 
practice,  it  is  judged  by  MBTA  management  that  raising  fares  even  after  that  time  is  likely  to 
be  extremely  difficult  to  achieve. 

Provisions  of  1993  MBTA  Fare  Policy  Statement 

The  Fare  Policy  also  suggests  that  the  MBTA  establish  a  long-term  policy  goal  of  33  and  1/3 
percent^  for  the  MBTA's  fare  recovery  ratio,  as  recommended  previously  by  the  MBTA 
Advisory  Board  (defined  as  bus  and  subway  revenues  divided  by  operating  expenses,  excluding 
the  commuter  rail  and  local  service  subsidies  and  interest  on  unfunded  debt).'*  In  support  of 
this  goal,  the  fare  policy  also  calls  for  boosting  ridership  and  market  share,  integrating  MBTA 
operations  more  effectively  with  regional  land  use  and  transportation  policies,  and  developing 
new  funding  sources. 

In  the  short-term,  the  fare  policy  calls  for  new  efforts  to  hold  down  MBTA  costs  by  "developing 
more  efficient  ways  to  provide  its  public  transportation  services,  both  as  a  means  of  achieving 
the  Authority's  long-term  revenue  recovery  ratio  goal  and  in  order  to  use  its  operating  budget 
and  other  resources  as  effectively  as  possible."^  It  also  calls  for  continued  testing  and 
installation  of  new  fare  collection  equipment  on  buses,  trackless  trolleys,  and  new  Green  Line 
vehicles,  and  at  transit  stations,  with  the  objectives  of  providing  better  ridership  data,  reducing 


^Massachusetts  Bay  Transportation  Authority.  Fiscal  Year  1994  Budget.  December  9, 
1992,  p.  3-3. 

'Note  that  this  goal  conflicts  with  the  Fiscal  Year  1994  MBTA  Budget  goal  of  achieving 
a  40%  Revenue  Recovery  Ratio.  (This  document  was  published  in  December,  1992, 
however,  prior  to  approval  of  the  Fare  Policy  Statement  by  the  MBTA  Board). 

"^MBTA.  Fare  Policy  Statement,  adopted  by  the  MBTA  Board  of  Directors  on  January 
6,  1993,  p.  4. 

^Ibid..  p.  5. 
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fare  evasion,  making  more  use  of  pre-paid  media,  and  providing  flexibility  for  the  fare  structure. 
Any  changes  to  the  fare  structure  proposed  as  part  of  the  fare  collection  equipment  changes  are 
to  be  reported  on  by  December  1993.  However,  the  policy  states  that  the  MBTA's  basic  fare 
structure  should  only  be  changed  in  order  to  generate  significant  ridership  increases,  to  remedy 
inequities,  or  to  implement  significantly  more  efficient  operating  practices.  No  fare  changes  are 
to  be  implemented  if  they  will  result  in  significant^  revenue  loss.  The  fare  policy  also  rules  out 
a  systemwide  free  transfer,  and  allows  for  ft-ee  transfers  only  in  the  event  that  new  fare 
collection  equipment  would  allow  transfers  in  specific  instances  where  they  are  proven  to  be  "a 
cost-effective  way  to  increase  ridership."^ 

The  Fare  Policy  Statement  also  sets  forth  a  procedure  for  evaluating  and  revising  MBTA  fare 
levels.  This  process  calls  for  an  annual  review  of  fare  levels,  to  be  reported  on  each  year,  with 
the  first  report  to  be  issued  in  May,  1993.  If  the  fare  recovery  ratio,  as  defined  above,  is  less 
than  1/3,  the  MBTA  may  consider  raising  fares.  If  a  decision  to  raise  fares  is  reached,  a  public 
process  is  outlined.  In  addition,  the  fare  policy  statement  itself  is  required  to  be  reviewed  and 
updated  prior  to  September  1  of  each  year,  beginning  with  September  1993. 


•^"Significant"  is  not  defined  in  the  Fare  Policy  Statement. 


^Ibid..  p,  7. 
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